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Introduction

On November 12-15, 1978, the University of Illinois Graduate School

of Library Science sponsored its twenty-fourth annual Allerton Park

Institute at Allerton House, located about twenty-five miles southwest

of Champaign. The theme chosen by the faculty of the Graduate School

of Library Science for this year's institute was "Supervision of Em-

ployees in Libraries." A planning committee was appointed of the fol-

lowing faculty and library staff: Margaret Chaplan, Librarian, Institute

of Labor and Industrial Relations; Thomas Gaughan, Director of Library

Personnel; Maurine Pastine, Librarian, Undergraduate Library; Holland

Stevens, Professor, Graduate School of Library Science; and Herbert

Goldhor, Director, Graduate School of Library Science. These people

compiled a list of topics and activities to be included in the 4-day institute,

as well as names of persons to be invited to present papers. Herbert

Goldhor wrote to prospective speakers; made necessary arrangements
with the help of the Allerton House staff, and Edward Kalb and Donald

Campbell (of the university's Office of Continuing Education and Public

Service); prepared news releases about the forthcoming institute; pre-

viewed and selected an appropriate training film to be used in the pro-

gram; and handled many other details. Since he was on sabbatical leave

during fall 1978 and unable to participate in the November institute, I con-

ducted the sessions in his absence and edited the papers for publication.

The institute was planned for persons who are now (or soon expect
to be) first-line supervisors in libraries in order to provide them with prac-
tical assistance in learning how to perform their supervisory responsi-

bilities. All types of libraries were to be covered, with emphasis on public

vu



viii Supervision of Employees in Libraries

and academic libraries of medium to large size, as these are the libraries

in which problems of supervision arise most often and in which principles

of good supervision have, therefore, the most useful application. Super-
vision of both clerical and professional library employees was covered

in the program.
Those persons who attended and participated in the institute derived

much benefit that is not available to those who read these proceedings
but were not present at the meetings: the sharing of meals and living quar-

ters; the exchange of ideas in the question-and-answer period of each

meeting, in the halls and at the table; and the stimulation of meeting and

communicating with the speakers. These various advantages were rated

above the papers themselves by the participants. Still, we hope that these

published papers will be of benefit to those who were not able to be at

Allerton House.

The institute opened with a self-graded test of leadership potential,

which was explained, administered and analyzed by Richard A. Mann-

weiler, Professor of the Institute of Labor and Industrial Relations at

the University of Illinois. The objective of his analysis was to explain

the interrelationship of task-oriented and relationship-oriented styles of

leadership and to examine typical situations in which one or the other of

these styles is more appropriate. Because the test itself is of little value

without Mannweiler's analysis, it is not reproduced here. The first papers

presented in the program were a keynote address and several reviews of

the theory and research of supervision. Later papers tended more toward

aspects of application and practical advice to the supervisor.

Another valuable part of the institute which unfortunately could not

become part of the published proceedings was the practice session of

supervisor/employee role-playing, conducted by Geraldine King. Fol-

lowing her short demonstration of appropriate verbal and nonverbal

behavior in a confrontation between supervisor and employee, members
of the audience divided into groups of three, alternating as supervisor,

employee and observer. Those who participated felt that they learned

more about how to handle situations of this kind by practicing than they
could have by hearing a paper.

One of the most well received sessions of the conference was the

discussion by a panel of five relatively new supervisors who each de-

scribed some of their initial problems and what they did to solve them.

Since these presentations did not result in an actual paper, they have

been summarized here under the title "Making the Transition from Em-

ployee to Supervisor," prepared by Holly Wagner, Technical Editor of

the Graduate School of Library Science.

Thanks are due the members of the planning committee for their
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suggestions of topics and speakers for the conference and for chairing

sessions. Members of the Graduate School of Library Science faculty

and staff, and staff members of the university's Office of Continuing Edu-

cation and Public Service, also assisted in the meetings and in the lengthy

preparations for the institute. Lastly, the work of the Publications Office

in preparing these papers for publication is gratefully acknowledged.

ROLLAND E. STEVENS
Editor
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Director

University of Illinois Library

Urbana-Champaign

The Importance of Good Supervision
in Libraries

The importance of good supervision is obvious, so this paper will con-

centrate instead on the meaning of good supervision and some of the

problems of supervision in libraries. In the general personnel manage-
ment of libraries, supervision is an extremely difficult and sensitive sub-

ject and is becoming more so every day. In fact, the direct supervision of

experienced professionals probably runs counter to the best ideals of

the profession of librarianship. Once a professional librarian has passed
a kind of probationary period, one in which the theory, skills and atti-

tudes formed in the library school are modified by the demands of actual

practice, and the librarian's abilities have been judged to be at least ade-

quate for general performance, there shouldn't need to be any more
direct day-to-day supervision. Since our profession is in transition, the

difference between theory and practice in library supervision is substan-

tial. It is best here, however, to discuss problems of supervision from a

positive viewpoint.

Although comments here are made from the perspective of an aca-

demic librarian, I believe they are nevertheless pertinent to public libraries

or library systems, wherever the structure is large enough to permit sub-

division. Whether librarians are "tenured" or "protected by civil ser-

vice" makes little difference. The common denominator is the librarian

employed in his or her professional capacity; this is not limited to either

academic or public libraries. In some libraries, professional librarians

are not always treated as such; it is impossible to categorize the way
people are treated by the kind of library in which they are employed.

Assuming, then, that our colleagues in tenured and other protected



2 Supervision of Employees in Libraries

positions don't need constant supervision, it seems that the library ad-

ministrator's role is one of evaluating the quantity and quality of output,

rather than the quantity and quality of daily work. One of the hallmarks

of our profession is that, as individuals, we are able to approach refer-

ence questions, cataloging problems, acquisition puzzles and patron

problems differently while producing results that are remarkably simi-

lar. This situation alone requires that there be parameters on the types

of direct supervision that should be employed. The very nature of librar-

ianship, i.e., the possibility of using different means for a given end

for instance, to achieve an adequate catalog record (now one that con-

forms to AACR2) limits the kinds of supervision we can use.

Thus, along with the responsibility for training the people joining

our profession, we are also responsible for dealing with those people,

once they have been admitted as full colleagues, with a management
style which respects their individual judgments, work habits, and meth-

ods of accomplishing assigned tasks. Not only is it theoretically better to

operate in this fashion, it is probably the only method acceptable today.

Any other approach will probably soon become increasingly unacceptable.
When one supervises through output evaluations, there is a hidden

requirement that the task, be it cataloging, reference service, acquisi-

tions or circulation, be one which can be measured. It is easier to mea-

sure quantity than quality, yet this is probably the less satisfactory of

the two. However, it is the one employed most often in my experience,

even by those supervisors who are trying to do the right thing. It is a

dangerous choice. Another problem with supervision through use of

output evaluations is the likelihood of long time lags between the perfor-

mance of a task and the evaluation. In such situations, the good can go
unrewarded and the bad uncorrected for extended periods of time.

There is also a problem of documentation provision of the raw
material from which to make the evaluation. This is probably easiest to

obtain in the catalog departments, where traditionally every cataloger's

work is evaluated, in the form of a revision, until that person has reached

some level of competence (usually just after they've received their 25-

year pins and are headed for the St. Petersburg Golden Age Home for

Retired Librarians). Sometimes this evaluation takes the form of a review

rather than a revision. After twenty years of librarianship, I've only just

discovered the difference between review and revision. A review occurs

when the supervisor insists on analyzing the cards after they have been

filed rather than before. The reviewee must pull the cards if they are

wrong. Review is considered more liberal than revision, which occurs

when the cards pile up on the head cataloger's desk until he or she has

had a chance to proofread each one. Reviews rather than revisions will

take place for the senior members of the department. In departments
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other than cataloging, however, it is most likely that evaluation takes

the form of an annual review of performance.
Reviews of a librarian's work are most likely done annually, because

salaries are traditionally evaluated and budgets provided on an annual

basis. This is not the case in all libraries, of course, but an annual review

is the least that an employee should expect. An annual evaluation is the

easiest to fit into other administrative demands, but it is probably a mini-

mally satisfactory arrangement. More frequent evaluation is usually

preferable. An enormous burden is therefore placed on the middle man-

ager, since in most cases the library director will be unable to evaluate

every person, and consequently unable to provide direct supervision,

in any other than the smallest library. Thus, the task of the middle man-

ager or "department head" is changing from supervision of departmental
tasks to one of evaluation and quality control.

Evaluations should be performed in terms of the person being evalu-

ated. In the end, one individual has to make the decision to say: "Yes,
this is good work, the kind of performance we want to encourage"; or

"No, this is a mediocre performance." In arriving at this decision, the

evidence should include the perceptions of the person being evaluated.

These evaluative decisions, which are, in fact, the supervising activity,

are not of an "assembly line" nature they are decisions which affect

careers, and therefore the opinions and views of the people involved are

quite important. In fact, they may be one of the most important aspects

ofjob performance. There are cases when a person is obviously doing a

good or bad job: a librarian who catalogs a book as educational psychol-

ogy when it should have been classified as psychology of education is

clearly in error. However, the way in which a librarian approaches a

reference interview, circulation work or material selection has a lot to do

with that librarian's perception of the work itself. Since those perceptions

may be quite accurate, they should be brought into the evaluation.

A word of caution is in order here. Reference librarians, heads of

cataloging, bibliographers and library directors are all personally respon-

sible for a reasonable level of performance and are therefore accountable

for that performance. One of the great dangers involved in the shared

responsibility of participatory management is that those responsibilities

might be ignored. I do realize, of course, that the people who talk about

responsibility are usually library administrators who say "responsibility"

means getting to work on time. However, the library administrator is

also responsible and accountable, and his or her telling a subordinate to

get to work on time is an attempt to live up to that responsibility. The

responsibility is on both sides on the answering of the reference ques-
tion or the quality of the cataloging, as well as participating in evalua-
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tions. Not making evaluations is far more serious than not getting to

work on time, not getting the cataloging done, or not answering a refer-

ence question completely.

One of our most common mistakes is the confusion of competence
and enthusiasm. The library profession has had to undergo a great change
from being an old-fashioned, authoritarian system, so that quite often

we've proclaimed that we would accept anyone with the right attitudes.

That problem is partially traceable to the library schools which gave

priority to attitudinal change over solid training in professional skills.

Although they are getting better at providing substantive education,

many are still working under the burden of the past. In evaluation, it is

not only attitude which is important, but also competence.
Enthusiasm and commitment are not librarianship itself they

only make good librarianship possible. These two qualities are not suffi-

cient for good supervision, either. In evaluating job performance, a good

supervisor doesn't report whether the person likes being a cataloger, but

whether he or she is a good cataloger; not how well he or she likes being
a bibliographer, but whether he or she can select one book over another;

not how he or she feels about meeting people, but whether he or she is a

good reference librarian. Recognizing these attributes of enthusiasm and

commitment is part of the hiring process as well, but mistaking them for

competence in evaluation can be disastrous.

The kind of supervision being discussed here basically, the eval-

uation of one's colleagues' work has several requisites. First, a writ-

ten report either must be provided by the person being evaluated, or

must come naturally out of his or her work. An example of such is an

annual report. The importance of these reports for performance evalua-

tion cannot be overemphasized, because they constitute the primary
documentation for the evaluation. The monthly reports common in many
businesses and nonprofit organizations are probably important for li-

braries as well and can provide the basis for more frequent evaluations.

Very often the people most interested in evaluation and who frequently

speak about governance and management are least likely to provide
such documentation. They are the people who talk about the new pro-

grams for children but in their annual reports forget to note how many
hours the library was open, whether or not the student assistants were

paid, and how many reference questions were answered all irritating

details necessary for a full evaluation. A reference librarian probably
hates to fill out forms every time he or she answers a question, or make
the little marks that produce the statistics for that department. Never-

theless, that documentation is extremely valuable and as much a part

of performance as the reference answer, the department's management,



Importance of Good Supervision 5

the cataloging, or the selection of books themselves. It should be remem-

bered that these forms of documentation which provide the basis for

the evaluation contain the perceptions of the writer as well as the facts.

(Even the number of titles cataloged is occasionally, but not often, a

question of perception.)

Also important in evaluating performance is the testimony of those

served. For public libraries this includes the patrons and the city coun-

cil; for academic libraries, the students and faculty; and for a library

system, the member libraries. The reactions of these clients are an ex-

tremely valuable part of the evaluation, just as necessary as the annual

or other periodic report. The role of the head of the library or the

personnel officer should include compilation of this documentation

in a logical fashion so that it can be used in conjunction with evaluations.

Thus, one of the primary roles of the personnel office can be performed
without interfering with the authority structure. I think all of us worry
about past excesses in the use of personnel files, but without such files

we return either to the situation where no evaluation of the institution

takes place, or to one where such evaluations rest purely on the personal

whim of the evaluator. While my suggestion may not be the best solution,

a personnel file system, containing documents a person can examine and

respond to, provides at least the basis for rational decision-making. When
complaints are received, such as a letter saying, "Mr. Y misinformed me
when I asked him about the train schedule from Hinsdale to Chicago.
I went to the train station and found it didn't run on Saturday," Mr. Y
can then indicate his reply, saying, "I thought he said Sunday." An eval-

uator can then see both sides of an issue.

Each time an evaluation takes place, it should include an interview

with the person being evaluated. If the director or middle manager actu-

ally talks with the library employees once a year, it doesn't hurt either

of them too much. They seldom transmit anything loathsome in those

few minutes and I think that it serves a higher purpose. However, aside

from concerns of social interaction, some record of the interview must
be incorporated into the evaluation. Simply a nice talk between subordi-

nate and supervisor is not sufficient not just because of the traditional

worry that the supervisor is saying nice things while acting on a bad evalu-

ation, but more importantly because the only way to force people to

make the evaluation at all is to insist that it be in writing. The problem is

not that bad evaluations will occur, but rather that none will occur. Most
of us will avoid making a negative statement about another person rather

than perform our duty as a department head or even as a colleague. Peo-

ple are reluctant to say bad things because they don't want them to inter-

fere with a personal relationship or with the smooth running of the library.
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This negates the personal accountability of the supervisor or administra-

tor. Our debt of accountability to society should be the overriding factor

here.

Good performance must somehow be rewarded. In many highly

structured systems, the reward for "barely acceptable" performance is

often the same for "highly meritorious" work. I'm not certain what can

be done in these situations, but to encourage good librarianship some kind

of motivation must be provided. It may have to be outside the collective

bargaining covenant or the civil service system, but some reward that

says to the whole library that the person is an outstanding librarian

such as a better office or first claim to new furniture has to occur.

Public recognition of the good, the outstanding, the more-than-barely-

adequate, is the positive reward that everyone has a right to expect as a

professional, in this field or any other.

As I grow older, beyond the days when I thought of libraries as places

for great intellectual and social change, the importance of simple house-

keeping becomes increasingly apparent. Do not ignore the basic, daily

library activity in the process of evaluation. Opening the doors on time

and filing the catalog cards accurately are responsibilities of primary

importance to our patrons, as are the hundreds of other basic library

tasks. We may not have to perform these mundane tasks personally,

but we must ensure that they are done. That is our personal responsibil-

ity: to do it right or to see that it is done right. Attention to these details

is important because they allow the professional administrator to exist.

I will conclude by commenting on what I think are some of the ef-

fects of automation on supervision. Part of the documentation referred

to here can or will be provided by various automated systems. Those ma-

chines will turn out statistical reports rapidly and efficiently, but the

data may not really mean much. When LCS was installed at Ohio State

University, one of the things it provided was an hour-by-hour, terminal-

by-terminal statistical report on each type of command a pile of paper
two feet thick. I never read it; I always sent it to the systems analyst's

office with a note saying, "Anything strange in this?" As far as I can

tell, he never read it either, because he never replied. On the other hand,

the statistical report of total activity by location was interesting because

it could be used to assign more student assistants where needed, or

heaven forbid! take some away from those libraries which reported

that they were circulating a lot, while in some cases their circulation

figures included reshelves. That is one of automation's advantages it

clarifies what is actually happening, and it is quite consistent. Automa-

tion will also eliminate many clerical tasks; that is, not clerks, but clerical

tasks. This means there will be even less supervision taking place. Con-
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ferences such as this one may eventually be a waste of time, since the

machine will do it all for us.

However, automation too has to be supervised. Supervision of ma-

chines requires the same evaluation as supervision of people except

you don't have to be nice to a machine. You will have to be nice to the

computer center directors and the operators, because they may forget to

turn on your system if you are not. Since the machine is not human, it will

eliminate some problems of interpersonal relations. However, gleaning

valuable information from the mass of statistics provided will be an addi-

tional problem in terms of the supervisory documentation.

One of the most important points to remember is that you can't use

the computer as a scapegoat. It is simply not acceptable to decide not

to renew any books this month "because the machine won't do it." Any
librarian who delegates to the machine the basic responsibility for getting

materials into the hands of patrons, analyzing those materials accurately,

or selecting the right book, has failed. A basic relationship of automation

to supervision is that the former cannot be used as an excuse by the latter.

That supervision is important is unquestionably true; that its nature is

changing is equally true.
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Contributions from the Theory
of Administration Toward

Understanding the Process of

Supervision: Barth's Distinction

Barth's distinction is that there are two types of people: those who divide

people into two types and those who don't. 1 This distinction is an appro-

priate one for the study of leadership, a field which consists of many
dichotomies. Distinctions are made between leaders and subordinates,

and appointed leaders and emergent leaders; between leadership and

supervision, and management and leadership; and between leaders who
are autocratic or democratic, boss-centered or subordinate-centered,

and social-emotional or task-oriented.

The purpose of this paper is to focus on one of these distinctions:

management as opposed to leadership. The literature on management
indicates that only one aspect of management is concerned with leader-

ship, and the leadership literature indicates little that is concerned with

management. However, a review of literature on what managers actually

do shows that aspects of management and leadership intertwine in the

job of the supervisor. In focusing on the manager/leader distinction I will

be concentrating on individuals who are appointed managers or leaders

in a formal organization. This eliminates concern with emergent (infor-

mal) leaders and nonorganizational settings.

MANAGEMENT
In answer to the question, "What does a manager do?" the manage-

ment literature is likely to contain some form ofthe acronym POSDCORB,
which stands for:

Planning, that is, working out in broad outline the things that

need to be done and the methods for doing them to accom-

plish the purpose set for the enterprise;
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Organizing, that is, the establishment of the formal structure of

authority through which work subdivisions are arranged, de-

fined, and coordinated for the defined objective;

Staffing, that is, the whole personnel function of bringing in

and training the staff and maintaining favorable conditions

of work;

Directing, that is, the continuous task of making decisions and

embodying them in specific and general orders and instruc-

tion, and serving as leader of their enterprise;

Coordinating, that is, the all-important duty of interrelating

the various parts of the work;

Reporting, that is, keeping those to whom the executive is re-

sponsible informed as to what is going on, which thus includes

keeping himself and subordinates informed through records,

research, and inspection; and

Budgeting, with all that goes with budgeting in the form of fiscal

planning, accounting, and control. 2

This description, or variations of it, has appeared in the management
literature since the early 1900s and represents what managers should do.

POSDCORB is based on managers' reflections about their jobs, and on

attitude questionnaires administered and analyzed by scholars. Interest-

ingly, only one of these seven aspects of a manager's job mentions leader-

ship: the directing function includes decision-making, giving orders and

overall leadership of the organization. A quick reading of the management
literature gives the impression that leadership is a small component in the

overall task of management. This traditional view of the manager's job
draws heavily on measuring the end result in appraising performance.
There is a tendency to add up wins and losses and assume that the man-

ager is responsible for everything. This has led to the analogy of the

manager as a symphony orchestra conductor, standing aloof on his plat-

form while controlling the performance of the orchestra members. 3 Later

in this paper I will stress the differences between what the literature says
a manager should do and what managers actually do, and the difficulty

in separating leadership actions from other aspects of managing. First,

however, we need to take a brief look at the leadership literature.

LEADERSHIP

Leadership has traditionally been viewed as a subpart of managing
and usually is defined in terms of influence. In a review of leadership

research covering the period 1902-67, Stogdill found that almost all defi-

nitions suggest that leadership is an influence process.
4 A large body of

research has concentrated on this influence process as it applies to face-

to-face interactions between superiors and subordinates.
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This research has been concerned with how superiors influence sub-

ordinates. For example, one study focused on the sources of power avail-

able to the leader in influencing followers. In a review of this power-
influence process, Cartwright cites the following scheme developed by
French and Raven:

Reward power is based on P's* belief that O has the ability to

mediate rewards for him. . . .

Coercive power is based on P's belief that O has the ability to

mediate punishments for him. . . .

Referent power is based on P's identification with O. . . .

Legitimate power stems from internalized values in P which dic-

tate that O has a right to influence P and that P has an obliga-

tion to accept that influence. . . .

Expert power is based on P's belief that O has some special

knowledge or expertness.
5

The more sources ofpower leaders have at their disposal, the more poten-

tial they have for influencing subordinates.

It is apparent that some of these sources of power stem from abilities

and traits of the leader (i.e., expert and referent) and others from the situ-

ation in which the leader operates (i.e., does he or she possess the author-

ity to hire, fire, give raises, etc.). Approaches to leadership based on the

above scheme address the issue in terms of individual abilities and traits

versus situational factors. Psychologists and sociologists have developed
both trait theories and contingency theories of leadership. The trait the-

ories attempt to identify personal characteristics of effective leaders

that could be used in screening candidates for leadership positions. The

contingency theories attempt to specify the conditions under which cer-

tain leader styles or behaviors are most effective. 6
Leadership research

relies on a variety of methods, but laboratory studies focusing on specific

aspects of leader behavior (i.e., how often an individual talks) and atti-

tude surveys of leaders and their subordinates are the most common.
Other papers in these proceedings will elaborate on alternate approaches
to leadership study.

Leadership literature also treats leader effectiveness. The assump-
tion has been made (though it has not been well tested) that by identifying

personal traits associated with effectiveness and increasing our under-

standing of situational factors that influence effectiveness, an individual's

leadership performance can be improved. In summary, leadership re-

search has focused primarily on the face-to-face influence process be-

tween superior and subordinates and has attempted to identify personal
and situational characteristics that enhance leader effectiveness.

P denotes the agent subjected to influence and O denotes the agent exerting influence.
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THE MANAGEMENT/LEADERSHIP DISTINCTION
I take the position of a person, to use Earth's distinction, that does

not divide people into two types, and consequently argue that the man-

ager/leader distinction is an artificial one that stands in the way of un-

derstanding the true nature of effective management, leadership or

supervision. A cursory review of management literature indicates that

leadership is only one aspect of the manager's job, and includes directing,

making decisions and giving orders. In other words, leadership is directly

influencing the individuals who comprise the organization. Leadership
literature indicates that this influencing occurs in face-to-face interactions

between leaders and followers. I suggest that, first, motivating and in-

fluencing others can and does occur in other than face-to-face superior/

subordinate situations, and second, people tend to view a boss's job as

a whole and typically do not distinguish between managerial and leader-

ship aspects.

Each of the management functions has aspects that serve to influ-

ence individuals in the organization and thus overlaps the power-influence

concept of leadership. Organizing, for example, involves work subdivi-

sions and formal structure. In recent years considerable research has

been done on job design and its impact on the performance and satisfac-

tion of the individual performing that job.
7 The organizational structure

can also influence performance of individuals. For example, Sayles sug-

gests that: "The intragroup contacts between subordinates in a given

managerial unit should be self-maintaining. That is, if the organization

structure is correctly designed to facilitate the reintegration of division

ofjobs, subordinates act largely on the basis of stimuli provided by fellow

subordinates." (Italics added.)
8

Each of the leadership sources of power-influence has aspects that

are part of the manager's job in other than the leader/follower relation-

ship. Managers have to influence peers (other managers at the same level

in the organization) as well as their bosses. The ability to help (reward)

or not to help (punish) a peer can have an impact on the manager's per-

formance in coordinating, staffing and reporting. Therefore, the many
sources of power and influence that a leader can use with subordinates

can also be used with peers and superiors in carrying out the management
functions.

This suggests that the manager/leader dichotomy becomes blurred

in practice. A person tends to be viewed as effective or ineffective in per-

forming the job. It is very seldom that someone is said to be a good man-

ager but a poor leader. In a study of chief executive officers, Mintzberg
concluded that: "Leadership permeates all activities; its importance
would be underestimated if it were judged in terms of the proportion of
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a manager's activities that are strictly related to leadership. ... In vir-

tually everything he does, the manager's actions are screened by subor-

dinates searching for leadership clues." 9

In summary, how a manager/leader designs jobs, organizes the

structure of her or his unit, and influences peers and superiors has an

impact on the individuals in that unit. To attempt to relate some of this

impact to leadership and some to management is difficult and may not

be useful in an attempt to increase understanding of our jobs.

NATURE OF A MANAGER'S JOB
In order to determine the skills and abilities necessary for effective

job performance of managers, it is helpful to review what is known about

the nature of a manager's work and the task demands placed on managers.
The previous review of traditional management functions was based pri-

marily upon survey research and interview methods of study. During the

past several years, researchers have been reexamining these traditional

assumptions by actually observing managers on the job or by having

managers keep detailed diaries of their activities. Several characteristics

of managerial work emerge from the results of these studies 10 that are

helpful in identifying important managerial skills.

Managers are busy and work long hours, A manager's work week
is typically between fifty and ninety hours. Those managers who work

longer hours tend to be in higher-ranking positions in their organizations.

Little free time is available and because of the open-ended nature of their

jobs, they have a tendency to take work home.

Activities performed by managers are characterized by brevity, va-

riety andfragmentation. Studies of activity rates (in which a new activity

is recorded every time the manager changes the medium of his or her

work, i.e., from meetings to telephone calls, tours, desk work, etc.) show
as many as 500 activities per day for a foreman, and as few as 30 per day
for a chief executive.

A foreman's activities range in length from a few seconds to two
minutes. Higher-level managers average about nine minutes per activity.

There is great variety in the activities performed and the trivial are inter-

spersed with the important, requiring the manager to shift moods quickly
and frequently. Interruptions and unplanned contacts are commonplace.
Studies of top-level managers indicate that fifty to seventy such interrup-

tions a day are not unusual. As a result, managers spend very little time

alone. Studies indicate that executives average between one-half and

one and one-half hours a day working alone, but this time is divided into

brief periods of ten to fifteen minutes each. One study showed that an

executive remained undisturbed at his desk for twenty-three minutes or

more only twelve times in thirty-five days.
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Verbal and written contacts are the manager's work. There are five

discrete types of activity in which a manager engages: mail (or other

paperwork), telephone, unscheduled or informal meetings, scheduled

meetings, and inspection tours or visits.

Mail and paperwork take 22-36 percent of a manager's time. The

manager generates much less mail than he or she receives and most of it

is in response to incoming mail. The telephone is used for brief conversa-

tions and while it consumes a small proportion of a manager's time, it

enables a manager to handle a large number of individual contacts. One

study found that 36 percent of a manager's contacts were via the tele-

phone. The scheduled meeting consumes more time than any other mana-

gerial activity up to 60 percent. These meetings permit contacts of

long duration with large groups of people. The manager's work is pri-

marily oral. Studies indicate that 75-90 percent of a higher-level manager's
time is spent in oral communication.

Information is a basic ingredient and contacts are all-important.

There is strong support for the notion that the manager's major function is

gathering information, and this activity may consume between 25 and

50 percent of the manager's time. In considering the process of getting

information and passing it on to others, the total time spent on this ac-

tivity exceeds 50 percent. Managers spend only 5-14 percent of their

time making decisions and giving orders.

The manager has been likened to the neck of an hourglass, stand-

ing between his unit and a network of contacts. These contacts include

superiors, peers and others who serve to inform the manager. Evidence

indicates that as a person moves up the management hierarchy, the

amount of time spent with individuals outside the manager's work group
increases to one-half of his or her total working time. The majority of

contacts outside the work group are with peers. Managers typically spend

only 10-25 percent of their time with superiors.

IMPLICATIONS FOR TRAINING
At least two implications for management training can be drawn

from the characteristics of a manager's job. The first concerns time man-

agement. Does a manager control the job or does the job control the man-

ager? Current findings leave this issue unresolved. Some researchers

believe that brevity, fragmentation and unplanned interruptions are the

result of a flow of activities beyond the manager's control. They maintain

that the manager has no choice but to respond to this flow. Others believe

that managers thrive on and encourage interruptions and frequent changes
of activities that lead to inefficient use of time, and argue that managers
can do a better job of controlling how their time is spent. Given the large

number of hours managers spend on the job and the open-ended nature

of their work, training in time management should be of value.
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The second implication concerns the amount of time managers spend
in scheduled meetings. Studies show that managers may spend up to 60

percent of their time meeting regularly with other members of their or-

ganization. This suggests two potential training topics. First, training in

the timing of meetings may be of value. Personal experiences tell us that

many meetings are unnecessary. Often information can be obtained and

issues resolved without formal meetings. Second, training in how to run

a meeting may be useful. If considerable time is to be spent in meetings,

effective leadership to improve the functioning of the group would be

helpful.

In summary, improvement in at least three skill areas would be bene-

ficial to a manager: training in time management, in the timing of meetings,

and in effective management of meetings. Following are guides to this

training taken from literature in the administrative sciences.

Time Management
An effective, straightforward approach to time management which

can be done on an individual basis is keeping a diary. By keeping a diary

of activities for a week or more, a manager can get immediate and direct

feedback on how time is being spent. The diary should include type, dura-

tion and content of each activity and should be easy to fill out. It can pro-

vide information for answering such questions as:

1. Am I giving adequate attention to current activities, to re-

viewing the past and to planning for the future?

2. Am I dividing my time correctly between different aspects

of my job? Is there, perhaps, one part of my job on which I

spend too much time?

3. Have I allowed for the effects of changes which have taken

place in the content of my job, my objective and in the orga-

nization of my work?
4. Am I doing work I ought to have delegated?
5. Who are the people I ought to be seeing? Am I spending too

much or too little time with any of them?
6. Do I organize my working day and week according to priori-

ties, or do I tend to deal with each problem as it turns up,

without stopping to think whether there is something more

important that I should be working on?

7. Am I able to complete a task or am I constantly interrupted?

If the latter, are these interruptions an essential part of my
work? 11
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As the studies of managers reviewed earlier in this paper indicate,

much of a manager's time may not be controlled by the manager. This is

all the more reason for a manager to look at how time is spent so that time

within the manager's control can be used effectively.

When to Have a Meeting
In their approach to managerial decision-making, Victor Vroom and

Philip Yetton provide a rational basis for answering the question, "Should
I have a meeting?"

12 Their approach is based on the assumption that man-

agers want to: (1) make good decisions, (2) have acceptance of their deci-

sion and a commitment to carry out the decision on the part of subordi-

nates, and (3) minimize the time it takes to make a decision.

Below is the Vroom and Yetton model illustrating a structured ap-

proach to determining which type of decision-making method is most

appropriate for a particular situation. Obviously, not all formal meetings
a manager attends are solely for the purpose of problem-solving or deci-

sion-making. However, this model provides descriptions of a range of

approaches to information-gathering as well as decision-making, and

a set of diagnostic questions to guide the manager in deciding whether to

have a meeting or make individual contacts with others in his or her unit.

These following five approaches vary from autocratic to participative

and represent a wide range of management styles.

(AI)* You solve the problem or make the decision yourself, using

information available to you at that time.

(All) You obtain the necessary information from your subordi-

nates, then decide on the solution to the problem yourself.

You may or may not tell your subordinates what the prob-

lem is in getting the information from them. The role played

by your subordinates in making the decision is clearly one

of providing the necessary information to you, rather than

generating or evaluating alternative solutions.

(CI) You share the problem with relevant subordinates indi-

vidually, getting their ideas and suggestions without bring-

ing them together as a group. Then you make the decision

which may or may not reflect your subordinates' influence.

(CII) You share the problem with your subordinates as a group,

collectively obtaining their ideas and suggestions. Then

you make the decision which may or may not reflect your
subordinates' influence.

The first letter of the symbol signifies the basic approach. A stands for autocratic, C for

consultative, G for group. The roman numerals I and II represent individual and group
approaches, respectively.
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(Gil) You share a problem with your subordinates as a group.

Together you generate and evaluate alternatives and at-

tempt to reach agreement (consensus) on a solution. Your
role is much like that of chairman. You do not try to influ-

ence the group to adopt your solution and you are willing

to accept and implement any solution which has the sup-

port of the entire group.
13

Vroom and Yetton present seven diagnostic questions and a flow-chart

(see Figure 1) to aid the manager in deciding which of the five decision-

making styles is the most effective approach. To use the flow-chart,

begin at the left side and ask the question in column A. If the answer is

"no," proceed to column D. If the answer is "yes," move to column B,
and so on. When a particular branch terminates the recommended man-

agement style is found.

How to Run a Meeting

Research indicates that there are two goals of group problem-solving:

(1) achievement of a specific group task, and (2) maintenance or strength-

ening of the group itself. Leadership of the group is described in terms of

task orientation and social-emotional orientation.
14 An extensive review

of the literature on group leadership shows that:

1. task-oriented leadership is necessary for effective performance in all

working groups;
2. acceptance of task-oriented leadership requires that the leader allow

others to respond by giving feedback, making objections and question-

ing the leader;

3. social-emotional leadership orientation is required in addition to task-

oriented leadership when groups are not engaged in satisfying or ego-

involving tasks;

4. groups requiring both kinds of leadership behavior will be more effec-

tive when these behaviors are performed by one person rather than

divided among two or more persons; and

5. when formally appointed leaders fail to perform behaviors required
for group success, an informal leader will emerge and perform the

necessary behaviors, provided that success is desired by the group
members. 15

These findings suggest that effective group functioning calls for some
form of participative leadership on the part of the formal leader.

Maier suggests that effectiveness of meetings can be increased when
leaders are trained to engage in the following leader behaviors: (1) shar-

ing of information with members; (2) preventing dominant personalities
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from having undue influence; (3) soliciting opinions, facts and feelings

from reticent members; (4) assisting members in communicating with

each other; (5) protecting deviant opinions from being rejected without

fair evaluation; (6) minimizing blame-oriented statements; (7) redirect-

ing unfocused discussion back to the problems; (8) encouraging alterna-

tive solutions; (9) delaying the evaluation of alternatives until all have

been presented; and (10) guiding the process of the selection of the best

alternative. 16
It is evident from this list of behaviors that a participative

leader does not abdicate the role of leadership. The role of the participa-

tive leader is one of obtaining relevant information, expertise and com-

mitment to implementation of the chosen solution.

SUMMARY
This paper began with a brief review of the traditional views of man-

agement and leadership and suggested that a distinction between them
was not helpful in understanding the task of motivating, supervising or

managing subordinates. Management and leadership roles are so inter-

twined in practice that only an understanding of the nature of the man-

ager's task demands can provide clues to the skills necessary for effec-

tive management/leadership. A review of findings about the nature of a

manager's job suggests at least three skill areas that managers should

master: (1) management of time, (2) timing of meetings, and (3) how to

run a meeting. Specific findings from research in these areas along with

guidelines for training were provided.
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The Research Basis of Employee-
Centered Supervision

As supervisors in libraries, our job is to achieve, through the efforts of

others, those results for which we are responsible. On the surface, the

task appears to be relatively simple. However, if we were aware of all

the variables involved and had control of them, there would be no need

for conferences like this Allerton institute.

As supervisors, we are fully aware that unknown variables influence

the supervisory process and that, even when variables are known, we do

not always know how to handle them. Managing people in a library or

any other organization can be a very tenuous affair. One of the main pur-

poses of interludes such as this conference in our busy work schedule is

to provide an opportunity to step back from the activities that constitute

a major portion of our lives and reflect on their meaning. We must under-

stand them in order to perform effectively. The volume and complexity
of the work that must be done make it impossible for us to complete it

all and to achieve all the desired results.

Supervision is by no means a new activity, but it has only recently

been investigated in a meaningful fashion. Libraries are one example of

the developing organizations that brought out the need to approach super-

vision in a more systematic manner. At the turn of the century, theorists

first concentrated on the task to be performed as one of the major vari-

ables to be considered in any study of supervision. Frederick Taylor's

theory of scientific management exemplified this approach.
1 The next

variable to come under scrutiny was human relations, which brought to

light factors that intervened significantly in the work process. Interest in

this area was stimulated by the Hawthorne studies conducted by a group

21
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of Harvard sociologists at the Western Electric Company's Hawthorne
Works near Chicago.

2 The recognition of these two variables defined an

area which could be researched with the possibility that conclusive find-

ings could be applied to influence behavior in actual work situations.

Studying management or supervision is like studying metaphysics
in that, as Aristotle remarked 2000 years ago, 40 is an appropriate age
to begin since experience is an essential ingredient. Management is an

art, not just a science, and good results are obtained only when knowl-

edge and action are combined. Thus, valid research findings must neces-

sarily be of great help to the successful supervisor.

The way we learn, or should learn, to supervise will partially ex-

plain the role of research in supervision. The basis of all learning and

decision-making is experience.
3 The experience on which we base our

understanding of a situation or problem in order to learn or make deci-

sions is inherent. In the attempt to understand, insights are gained. To
determine whether or not these insights are true, we hearken back to

past experience. True judgments about the underlying realities of this

past experience are the basis for good decisions. The validity of such

decisions can only be verified by experience. Theories are used to orga-

nize our experience into meaningful patterns so that we can understand

the supervisory process and predict (with some probability of success)

what course of action will obtain the desired results most effectively and

efficiently.

We can all improve our supervisory talents. The first thing to do is

raise our level of consciousness and become aware of what is happening
with regard to the supervisory process. Research is the formal tool allow-

ing us to verify the judgments of management theorists. Decisions based

on these judgments are subject to the same review.

THE UNIVERSITY OF MICHIGAN STUDIES
Rensis Likert performed a set of studies at the University of Michi-

gan which were primarily concerned with discovering the principles and

methods of effective leadership.
4 The studies were conducted in a wide

variety ofindustries and data were collected from thousands ofemployees.
Two distinct styles of supervision were identified: job-centered

and employee-centered. The job-centered leader closely supervises

subordinates so that they perform their tasks using only specified pro-

cedures. Coercion, reward and legitimate power are used to influence

their behavior and performance. Concern for people is viewed as neces-

sary, but is not always taken into consideration. The employee-centered

leader, on the other hand, believes in delegating decision-making and in

helping followers satisfy their needs by providing a supportive work en-

vironment. He or she is also concerned with the personal growth and

achievement of subordinates.
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These two behavioral styles were tested by Morse and Reimer in

a study involving more than 500 clerical employees for a period of one

year.
5 These employees were located in four divisions which were or-

ganized in a similar manner, used the same kind of technology, did much
the same kind of work, and employed similar kinds of people. In two

divisions, job-centered supervision was used for the one-year period,

and in the other two, employee-centered supervision. During that time,

production output was measured continually. Supervisor and employee

attitudes, perceptions and other variables were measured before and

after the experimental year.

Production under both systems increased about equally. However,
under employee-centered supervision, the employees themselves re-

duced the size of the work force and developed many procedural changes
which helped increase productivity. The satisfaction indicators (e.g.,

absenteeism, turnover and attitudes) also improved. In the job-centered

divisions, rewards and promotions were integrated mainly with produc-
tion results, which helped attain short-term improvement but which

could become counterproductive in the long run. The conclusion reached

here, and by Likert and other researchers involved in similar studies, is

that employee-centered supervision is more effective.

Likert' s studies at Michigan led him and his coworkers to postulate

System 4, a theory aimed at integrating all our experiences as supervisors

into a whole. This in turn would enable us (1) to formulate yet more re-

search, and (2) to supervise, knowing that at least some practice has been

verified.
8 The whole notion of organizational development is based on

the assumption that an organization's most important resource is the

people who function within it. As they develop, the theory goes, it is

probable that organizational objectives will be achieved more effectively.

THE OHIO STATE UNIVERSITY STUDIES
Another significant research study on leadership was conducted

at Ohio State University after World War II.
7 This study was based on

a 2-factor theory of leadership: initiating structure and consideration.

Initiating structure refers to a supervisor's behavior of organizing and

defining work-group relationships as well as establishing well-defined

channels of communication. In this model, the means of getting a job
done are defined by the supervisor, not the work-group members. Con-
sideration refers to behavior in which friendship, mutual trust and rap-

port exist between supervisor and employees. These two factors were

used to describe leadership behavior in organizational settings. The re-

searchers sought to assess supervisors' perceptions of their own opti-

mum behavior in leadership roles as well as employee perceptions of

supervisory behavior.
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Part of the study compared supervisors with different consideration

and initiating structure scores in terms of various performance measures.

These performance measures were obtained from proficiency ratings

made by plant management and included other factors such as unex-

cused absenteeism, accidents, formally filed grievances, and employee
turnover. Data on these variables were gathered for an 11-month period
for each supervisor's work group.

Supervisors who worked in production divisions were compared
to supervisors in nonproduction divisions. In the production divisions

there was a positive correlation between proficiency and initiating struc-

ture and a negative correlation between consideration and proficiency.

The findings were reversed in the nonproduction divisions.

In extrapolating these findings to libraries, proficient technical ser-

vices supervisors ought to score high on initiating structure, and profi-

cient public services supervisors should score high on consideration.

However, studies also concluded that high initiating structure and low

consideration scores correlated with greater absenteeism, accidents,

grievances and turnover.

THE CONTINGENCY LEADERSHIP MODEL
The third study to be considered is that which Fiedler conducted

over a decade ago at the University of Illinois at Urbana-Champaign.
8

The model he developed and researched hypothesized that leadership is

a relationship based on power and influence, and that group performance
is dependent on the interaction of leadership style and situation favor-

ableness. Two questions were formulated to address the influence of

these two variables. The first concerns the degree to which the situa-

tion provides the supervisor with the power and influence needed to be

effective, and the second questions the extent to which supervisors can

predict the effects of their leadership styles on the performance and be-

havior of employees.
Three situational factors were proposed which would influence a

supervisor's effectiveness: leader/member relations, task structure and

position power. The interpersonal relationships between supervisor

and employees are considered to be the most important variable. This

factor reflects the acceptance of the supervisor and is measured in two

ways: (1) a sociometric preference scale on which employees indicate

whether they accept a superior, and (2) a group atmosphere scale which

consists of ten 8-point items to be answered by employees.

The second most important measure of situation favorableness is

task-structure. This variable includes the following components: goal

clarity, goal-path multiplicity, decision verifiability, and decision speci-

ficity. These four components indicate the degree to which employees'
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jobs are either routine or nonroutine. Goal clarity refers to the group
members' understanding of a task's requirements. Goal-path multi-

plicity is an index of the degree to which the task can be completed by
various procedures, methods or alternate solutions. Decision verifi-

ability targets the degree to which appropriateness of the solution can

be demonstrated either by appeal to authority, logical procedures or

feedback. Finally, decision specificity refers to the degree to which there

may be more than one correct solution. (For instance, in cataloging there

may be only one correct main entry, while there may be a multitude of

ways to answer a reference question.)

The third situational factor is position power and refers to the power
inherent in the leadership or supervisory position. This variable includes

the rewards and punishments usually associated with the position, the

official authority based on ranking in the hierarchy, and the support
that the supervisor receives from superiors and the overall organization.

Leadership style is measured by evaluating supervisor responses to

a Least-Preferred Coworker (LPC) questionnaire. Supervisors who rate

their least-preferred coworker in favorable terms (high LPC) are identi-

fied as people-oriented and supportive. Those supervisors who give low

LPC ratings are considered more task-oriented.

By using his 3-dimensional model, LPC scores and research find-

ings, Fiedler postulated that job-centered supervisors function best in

certain types of situations and employee-centered supervisors function

best in others. Thus, a manager's effectiveness can be improved by as-

signment to a situation that is appropriate to his or her managerial style.

For example, a supervisor in a structured situation with a strong posi-

tion of power who has a good relationship with the work group should

find that a job-centered style would be effective. Supervisors of catalog

card production units in large academic libraries, who are popular with

their employees and whose word is law, could use a very directive man-

agerial style that emphasizes task completion and expect both effective

and efficient results. On the other hand, a supervisor with an unstruc-

tured task to perform, a weak position of power, and only a moderately

good relationship with the work groups, would be more effective with

an employee-centered style.

Fiedler and Chemers advocate engineering the situation to fit the

style of the supervisors.
9
Supervisor/employee relations can be restruc-

tured to make background, educational level or technical expertise
more compatible. Unions and civil service rules, however, can make this

kind of adjustment difficult. Tasks can be made more structured by pre-

cisely spelling out the details of the job, and less structured by providing

only general instructions. Supervisor position power can also be modi-
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fled in many ways, e.g., a higher rank in the organization or more author-

ity to do the job can be given.

Fiedler does not advocate leadership training.
10 In fact, his own

studies indicate that such training is not effective, that supervisors with

a lot of training perform about as well as those with little or no training.

The practical suggestions offered by the results of Fiedler's research

may not be feasible in every organizational setting, including libraries.

Reality has a way of thwarting the implementation of possible situational

changes.
A more recent set of studies deals with the path-goal theory which

suggests the four different leadership styles that can be and are being
used by supervisors: directive, supportive, participative and achieve-

ment-oriented. 11 The path-goal theory assumes that these four styles

are used by the same leader in different situations. The directive style

of leadership is characterized by the assigning of particular tasks, specify-

ing of procedures and scheduling of work. The supportive leader reduces

frustrating barriers to task completion, especially in times of stress. The

participative style can be recognized by the subordinate's involvement

with the leader in task assignment, procedure specification and work

scheduling. The achievement-oriented leader is more concerned with

the task to be completed than with the feelings and expectations of sub-

ordinates. As this theory is relatively new, there have only been a limited

number of studies testing its assumptions.
The last model to be considered here is the Vroom and Yetton

Model. 12 The purpose of this model is to identify the appropriate leader-

ship style for particular situations. The leadership styles are defined in

terms of subordinate participation in decision-making. At one end of the

model spectrum, the leadership style specifies that the leader will make
the decision, and at the other end, that the leader and the rest of the work

group will arrive at a consensus decision. A matrix has been developed

using five leadership styles and seven key situational questions, answers

to which indicate the appropriate leadership behavior. While the research

findings on this model are not yet available, the theory has a certain attrac-

tiveness to practicing supervisors who are looking for training to aid them

in becoming more effective.

CONCLUSION
The practical conclusions that can be drawn from the research find-

ings concerning job-centered and employee-centered supervision are

not entirely conclusive. However, the spectrum of both situations and

leadership styles, ranging from job-centered to employee-centered, ac-

commodate most of us.

In libraries, as in other organizations, we should learn what styles
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we are capable of using. Even though we may have a propensity to ex-

hibit one style rather than another, most of us are able to adjust to dif-

ferent situations and interpersonal relationships. The art of supervision,

then, first calls for an awareness of oneself and one's leadership style.

Then we must become aware of the relevant needs of employees and the

significant factors in the job situation. Effective supervision requires

appropriate adjustment to employees, situations, particular tasks and

oneself. Supervision is a creative act in which we participate to bring

about desired results. To be effective supervisors, we need to use the

research findings that have been verified in order to improve our own
effectiveness.
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The literature of library and information management is often of little

assistance to the professional who supervises. Interactions with de-

partments and services of the parent organization, such as conforming
to policies on personnel, purchasing or accounting, are seldom clarified.

Some of the literature reports management theories which were devel-

oped for business organizations. However, these theories may not be

applicable to libraries, since libraries do not have the same types or levels

of personnel, are not organized in the same way, and cannot amortize

equipment or take advantage of other tax features which companies
utilize. The authors of literature on management theory warn that, be-

cause of differences in the way companies are organized and operated,

it can be dangerous to borrow concepts or ideas that worked in one com-

pany and apply them to another. In fact, even the designations "top

management," "middle management" and "supervisory management"
signify different concepts in different companies and libraries.

1

The area of supervisory management requires particular caution. In

any organization, it is at this level that policies are implemented. This

paper uses the rather broad definition of supervision as the face-to-face

interaction of a library professional, who has administrative responsibil-

ity, with another employee, usually a subordinate. This applies at all levels

of management with all types of employees: to the director interacting

with assistant directors, to the department head with his or her profes-

sionals, or to the professional with clerical employees.
Both management literature and the library literature are written as

if management were pure, pristine, and conducted in a leisurely manner.

29
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One author recently discussed the "managerial mystique," claiming that

management is mathematical in rationale, steeped in business jargon,

male in orientation, and predicated on assumptions about power rela-

tionships.
2 The literature acknowledges little of the rush, conflict or in-

decision of the actualjob situation. One branch librarian in a public library

recently told me that he had difficulty remembering theory X or Y when
two employees were coming to blows. In libraries, as in industry, deci-

sions are not always logical, clear-cut and accepted by all concerned.

Why is there concern about supervision? The answer is economics.

Fry and White stated that in 1973, salaries accounted for 59 percent of

academic libraries' budgets, 68 percent of public libraries' budgets, and

60-65 percent of special libraries' budgets.
3 The University of Illinois 's

1977 annual survey of public libraries indicated that 67 percent of bud-

geted funds were for salaries.
4

The topic of supervision is a particularly sensitive one for those in

the library and information field. The supervisor may feel that he or she

is an example of the Peter Principle, viz., that people rise in an organiza-

tion to their maximum level of incompetence. In supervision, it is more

likely that Murphy's Law operates: anything that can go wrong will.

Studies indicate that librarians have poor leadership qualities, exhibit

little interest in administration, and are poor managers.
5 In a session on

middle management at ALA's 1978 conference in Chicago, the first ques-
tion from the floor was, "Why are librarians such poor managers and

supervisors?" It has only been in recent years that "bad news" stories

have begun to appear,
6 but today almost every issue of Library Jour-

nal contains at least one news story about a library's administrative

problems.
7

However, despite obvious major differences between industrial

and library management, there are similarities:

1. In both the company and the library, supervisors must learn to super-

vise. This skill is not intuitive, but can be developed through study,

observation and practice.

2. Both companies and libraries are haunted by the phantom of the

"happy employee." For years sociologists and psychologists have

said that people must enjoy their jobs. Now some writers are provid-

ing contrary views. 8

3. Both companies and libraries use different styles of supervisory man-

agement for different work settings and types of employees. Corpora-
tions use different techniques and styles for employees in production,

research and sales; for professional and nonprofessional employees;
and for various combinations of classifications. In libraries there are

professional, nonprofessional, student, public service, library faculty,
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processing, and branch library employees, all of which are treated in

a slightly different manner.

4. Both companies and libraries have employees who are considered to

be problems for one reason or another. These "problem employees"

may be found at all levels of the organization.

This paper outlines some of the components of library supervisory

management today. In 1977 I prepared a review on the special librarian

as a supervisor and middle manager.
9 The present paper will touch a few

of the same points, but will include new material, partly based on a survey
of recent library school graduates.

THE LIBRARY ENVIRONMENT
In order to gain some perspective on the milieu in which supervisory

management takes place, one must look at the library environment. In

this regard, Echelman cites factors such as the "structure, personnel,

products, policies, plans, and the political interaction of people and de-

partments" of the parent organization.
10 Librarians are classified as

supervisors or middle managers according to the academic, administra-

tive or public civil service classifications. Library faculty members may
be expected to meet the same requirements for research and publication

that teaching faculty members are.

The review on the special librarian as supervisor includes detailed

descriptions of academic, public, institutional, government, special,

and other library environments. 11 Academic libraries have provosts,

boards of trustees and influential alumni. Their library committees for

the system and for the individual branch libraries are composed of fac-

ulty. These tax-supported libraries are also governed by the state legis-

lature and sometimes by a board of regents or commission on higher edu-

cation. In addition to reporting to a local official, public libraries usually

have boards of trustees which represent the citizens. Some public li-

braries also receive funds from state legislatures.

There are also library/information services for state and federal

agencies and for companies and corporations. There are libraries in

hospitals, museums, prisons and nursing homes, and library/media cen-

ters in the schools. A new type of library is the administrative head-

quarters of networks or consortia. Each of these has its own separate

"environment."

INTERACTIONS OF LIBRARY PERSONNEL
In the library environment, interactions between library personnel

take place on many different levels. Often one thinks of the above-men-

tioned groups interacting with the library director or assistant director,
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but generally interactions originate at lower levels in the organization.

For example, the interlibrary loan librarian at the public library may be

asked by a local company representative to use the library teletype, the

only one in the community. An influential alumnus may request the

branch librarian to provide him or her with a receipt for books donated

to the library for tax credit purposes. The irate citizen who objects to

materials in the collection usually approaches the circulation supervisor

first. These examples indicate the need for guidelines, particularly writ-

ten guidelines, that will enable supervisors to cope with situations as

they arise.

There are positive interactions to consider as well. Circulation super-

visors are often requested to attend a library board meeting when circu-

lation is to be discussed. Supervisors may give presentations at budget
reviews and other key meetings. The branch heads perform a great many
liaison activities, with the community in a public library or with the sub-

ject departments in a university.

Whether they are in public, government agency, academic or com-

pany situations, library managers have similar relationships with other

departments in the parent organization which affect their decisions.

For example, the parent organization may insist that all purchasing be

processed by the central purchasing department rather than permit the

library acquisitions supervisor to send orders directly to the vendors.

This sometimes causes delays without any appreciable financial benefits

since some types of book and subscription orders allow very little dis-

count. Many tax-supported agencies must solicit bids for orders; this

sometimes impedes the development of continuing services with ven-

dors. Other complications arise when the central purchasing department

specifies the manufacturers from which equipment such as typewriters

or photocopiers may be purchased.
Other departments in the parent organization with which library

supervisory personnel must interact include personnel departments,
central business offices, computer service centers, subject departments,
and building and maintenance services. The central business office is

also usually involved in issuing paychecks and budgeting for expendi-

tures, and large library systems often have a staff accountant to deal with

the central business office. Library supervisors must also interact with

the central computer service, e.g., the systems librarian sometimes

must consult with the computer center on selection of software pro-

grams, and library management's needs for data must be scheduled at

the computer center. Even the building and maintenance service some-

times affects decisions of library managers. Staff changes and clientele

services may be delayed until custodial staff move furniture or electri-
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cians install equipment. Smoking or eating may be prohibited in some
areas by building regulations.

An important issue in supervisory management is the amounts of

time which should be devoted to supervision and to serving the clientele.

This is an especially difficult problem in libraries which are open long

hours, as the administration may not be able to provide professional

assistance during the entire time that the public service areas are open.

Supervisors of branch or departmental libraries often do not have suffi-

cient professional help to provide reference service at all hours, which is

particularly unfortunate in a specialized subject department. However,

supervisors must be available between 9:00 a.m. and 5:00 p.m., the stan-

dard workday of many organizations.

Some administrators solve these dilemmas by having the depart-

ment head assume all supervision, freeing other professionals to interact

with clientele. Another solution is for the department head to assign one

professional to supervise clerks. Such responsibilities may also be ro-

tated in order to give all the professionals supervisory experience.

There are sometimes auxiliary or even competing library and infor-

mation services on the same property, or funded by the same organiza-

tion. University and public libraries are involved with research insti-

tutes, independent laboratories, instructional centers, or computer-based
instruction centers, all of which may employ parent organization person-

nel or draw extensively on the collections.

The new free-lance service, offered on a fee basis, often utilizes the

collections of nearby university or public libraries.
12 These services

include on-line computer searches, document delivery, consultation,

and others which parallel or supplement standard library services.

The network or consortium authority is now beginning to influence

the work of supervisory managers in its member libraries. The inter-

library loan supervisor who depended on personal contacts in neighbor-

ing libraries to obtain fast service must now conform to formulas estab-

lished by the consortium. The chief cataloger has the original cataloging

of his department scrutinized by all members of the on-line computer

cataloging network. 13 All administrators are involved in motivating em-

ployees to adapt to innovations associated with joining a network or

consortium. 14

MANAGEMENT OF LIBRARIES AND INFORMATION SERVICES
The primary reason that interest in library management has been

gathering momentum in recent years is due to the problems of providing
services to all types of clientele in the face of increased inflation and re-

duced budgets. The emphasis on the functional form of organization has
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been spurred by Association of Research Libraries studies and the de-

velopment of its Management Review and Analysis Program.
15

Large, multicampus systems, such as those in Indiana, California

and New York, must adapt to: (1) the prevailing wages in each commu-

nity; (2) the number and abilities of people available to fill the positions;

(3) the number of hours the library is open, which is based on the com-

muting patterns of students, faculty and employees; (4) the types of

courses taught; and (5) the amount and types of research conducted.

Due to the interdisciplinary nature of subject fields and the cost of main-

taining separate facilities, there has been a trend away from multibranch,

specialized or departmental systems in universities. In the public library,

costs are halting the trend toward specialized branches for subject and

clientele.

Libraries are complex organizations, and the larger the library, the

greater its complexity. As part of the trend toward scientific manage-
ment and the use of on-line computer systems, new professional posi-

tions which are sometimes not held by professional librarians have

arisen. These include accountants, personnel people, systems analysts

and subject specialists who work with collection development or on-line

searches. Many librarians believe the only "true" librarian is one with

background in the humanities or social sciences; they even exclude those

trained in life sciences, physical sciences and mathematics. These con-

flicting definitions of "professional" may interfere with daily working

relationships.

LIMITATIONS ON LIBRARY MANAGEMENT
Many factors can adversely affect the supervisor's authority. Some-

times library employees are assigned responsibilities without the author-

ity to take appropriate action. For example, the branch head may have

several levels of the hierarchy to which he or she must report:

An academic library may have many physically separate ser-

vice points, but little decentralization, if the branch librarians

are not delegated authority to undertake meaningful independent
actions. . . . Scientific management . . . demands that the

degree of decentralization ... be decided on the basis of ...

such factors as the need for uniform policies, the relative eco-

nomics of library size and location, the availability of personnel

with managerial ability or potential, and the effectiveness of the

control techniques available to the delegating manager.
16

As mentioned above, the library's membership in networks and

consortia may also limit the decisions of the individual supervisor; a re-

cent article notes some of the tension networks can create for the partici-
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pating libraries.
17

Referring to the business management literature, Petit

states that the industrial supervisor must operate in a highly intradepen-

dent organization and interact with many different individuals who,

directly or indirectly, affect his or her job. The supervisor must make
five major accommodations:

1. ideological (the supervisor is no longer "boss");
2. engineering (in industry, the engineering department tells the foreman

what products to make and how to make them);

3. personnel (staff departments have taken over functions such as hir-

ing, placement, training, transferring, awarding merit increases, and

firing);

4. organization-systems (other staff members establish procedures and

techniques such as planning, operations research, finance and ac-

counting); and

5. labor-relations (the supervisor must contend with a union steward

who represents his subordinates).
18

There are many parallels in the library. The personnel function

seems to be changing most rapidly. Ruth Jackson reports that prior to

1970, academic libraries lagged in the areas ofjob analysis, job evaluation

and personnel testing.
19 The complexities of hiring in accordance with

equal opportunity strictures and the emphasis on staff development will

possibly bring even greater attention to this area. In the organization-

systems accommodation, as the operations become more mechanized,
the services are adapted to the system. For example, use of OCLC tapes

to produce accessions lists for the branch libraries may limit the amount
and kinds of individualized material that can be included in these lists.

A problem inherent in the shift from the hierarchical organization in the

library is that professionals must consider whether they should give pri-

ority to obeying the administrators or to fulfilling responsibility (i.e.,

providing service to clientele).
20

Another pervasive problem is enforcing directives. Rules state that

students cannot work unless they have an employment form on file;

however, in emergencies supervisors may hire a temporary substitute

just to keep a branch open. During the winter storms of 1978, Purdue

University issued directives that employees who did not report for work
had to take vacation time or other accrued leave in order to be paid; how-

ever, many supervisors unofficially permitted employees to make up
the time.

The literature concerning the leadership qualities of librarians and
information specialists is extremely negative. Binder has studied the

supervisory behavior of librarians in academic libraries and found that
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there was little difference between professional and nonprofessional

employees' abilities for and attitudes toward supervision.
21 In a study

of middle managers in medium-sized public libraries, Gamaluddin found

that professionals were unwilling to make decisions even when they
were given the opportunity to do so. 22

Kay's analysis of industrial managers closely parallels the situation

for middle managers in libraries and information services. Many persons
who entered middle management in the 1960s now find they are boxed in

by their jobs; they are too specialized for lateral transfer or they lack the

varied work experiences and formal education required for advance-

ment. They suffer from job insecurity, lack of authority, career inflexi-

bility, and threat of obsolescence. As with supervisors, increased interest

in scientific management only creates more tensions. Although controls

and systems provide middle managers with information on which to

base decisions, these same controls have the effect of increasing the

visibility of all successes and failures and thus may increase pressures

to perform better. 23

There has been much discussion about faculty status for academic

librarians but little substantive material on how the librarian is to devote

adequate time to publication and research as well as perform adminis-

trative responsibilities. When a teaching faculty member takes a sab-

batical, the department does not offer his or her courses in the interim.

If a library faculty member takes a sabbatical, however, someone must

assume those responsibilities during that period.
24 Another implication

of faculty status is that the library faculty forms a "collegial body" and

should select its own head, who may not necessarily be the library di-

rector. 25 Bailey points out questions that arise when a collegial organiza-

tion is superimposed over a library organization.
26

PROBLEMS FACING THE LIBRARY SUPERVISOR
In the following sections some items concerning the direct super-

vision of employees are considered: the composition of the work force,

the question of motivation and staff development, and some implica-

tions of collective bargaining and equal opportunity for employment.

Nonprofessional Personnel

The advent of technical assistants and aides in libraries has raised

the 2-fold problem of "career ladders": (1) years of experience substi-

tute for a master's degree in library science in the case of the nonprofes-

sional,
27 and (2) auxiliary employees, such as nonsupervisory profes-

sionals and research systems and personnel staff, have pay scales and

status equated with those of library supervisors.

In some organizations, flexible scheduling or flex-time is used. 28
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This takes two principal forms: (1) staff may work any hours they choose

for a total of thirty-five to forty hours per week, or (2) they may work

ten hours per day, four days per week with three days off. An inherent

problem with this innovation is ensuring that sufficient personnel to

handle the daily work load are present. Schemes such as this have arisen

in order to staff computer operations or attract personnel who would

normally be unable to work a standard day due to family commitments,
class schedules or other personal reasons. Although public service units

have always had some scheduling flexibility due to the long hours they

are open, these schemes provide even greater flexibility.

Many areas of the country are experiencing a severe shortage of

clerical and secretarial people. Reasons for this are varied: women are

seeking jobs in other fields, and companies are giving professional assign-

ments to women in order to fulfill affirmative action programs; also,

universities with declining enrollments no longer have a steady supply
of student spouses to work in offices and libraries. As a result, many
clerical jobs are being designed to allow for the constant turnover in

personnel, and supervisors are hiring people with borderline qualifica-

tions. With the increasing emphasis on hiring permanent employees from

the local community, people with physical disabilities, and retaining em-

ployees with alcohol- or drug-related problems, many job descriptions

and assignments must be reevaluated and revised.

Family considerations often restrict people to a specific geographi-

cal area. The question of hiring people who hold master's degrees in

library science as clerical staff is one of interest to many libraries.
29 The

supervisor of such individuals is responsible for providing them with

meaningful work without exploiting their advanced skills at a low salary.

Also, requiring a degree from an ALA-accredited institution for profes-

sional staff bars from library employment available persons with degrees
in media science or other related fields.

Student and other part-time employees are utilized in many types
of libraries. They are often eligible for minimum wage. The employment
of both full- and part-time employees is sometimes complicated when
salaries are subsidized by nonlibrary funds, such as grants, work-study

programs or GETA. If these funds expire, affected employees must be

transferred to the library payroll or the services they performed must
be eliminated.

Occupational Safety and Health

Another outside force affecting personnel is the federal Occupa-
tional Safety and Health Act. 30

Although universities are exempt from

this federal law, some states have similar laws which apply to state agen-
cies. Under current OSHA legislation, an employee dissatisfied with
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action taken on any complaint can report the incident to the state agency.

Motivation and StaffDevelopment
Much is written on the supervisor's responsibility to motivate, but

little on proven methods of accomplishing it. The idea of participative

management in libraries has attracted a great deal of attention. 31 Under
this method, all staff members concerned discuss a problem and suggest

possible solutions. There is some disagreement whether the group should

actually make the decision or simply provide input to the supervisor
who then makes the decision. Tarr suggests that decisions should be

reached through committees. 32 Mason has presented some ideas in op-

position and warns that much time can be expended on "making em-

ployees happy" without improving services to users. 33

Another area of supervisory management on which little informa-

tion has appeared is the supervisor's responsibility for career develop-
ment of subordinates. A study by Edwards found that supervisors viewed

the first year or two of a librarian's career as a closely supervised train-

ing period.
34 Others felt that the beginning librarian should be able to

assume specific responsibilities on the "first day" of employment.
35

The Office for Library Personnel Resources ofALA currently has a proj-

ect entitled "Minimum Qualifications for Librarians." However, the

extent of the supervisor's responsibility for the employee's failure to

perform acceptably is not clear.

Collective Bargaining

It is at the supervisory level that collective bargaining has the most

impact. Union contracts are negotiated with an organization's top man-

agement. Supervisors are then responsible for the performance of daily

work within the constraints of the contract. Depending on contract pro-

visions, decisions of hiring, training, promotion, salary schedules and

terminations may be removed from the domain of the immediate super-

visor, thus reducing his or her authority. Also, questions concerning

changes, vacation assignments and filling vacancies may have to be

negotiated with the union steward rather than directly with employees.

Equal Employment Opportunity

It is only recently that the Equal Employment Opportunity (EEO)

guidelines have been applied to universities and other groups which re-

ceive grant money or other federal funds. It is the library administration's

responsibility to see that supervisory management personnel have the

information they need to conform to the regulations, such as those con-

cerning interviewing and hiring procedures.
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WHAT SUPERVISORS DO
Since supervisory management positions in libraries require a com-

plex mixture of subject expertise, supervisory responsibilities and pro-

fessional activities, there can be no simple description of what super-

visors do. In previous studies this author looked at middle managers in

academic and public libraries.
36 A new study examines supervisors and

middle managers in corporation libraries.
37 In 1970, the Illinois State

Library sponsored a comprehensive study entitled "A Task Analysis

of Library Jobs in the State of Illinois";
38 other studies on this subject

include those conducted by Canelas on academic libraries,
39

Ricking on

public libraries,
40 and Wiese on school library media systems.

41

I have investigated the extent to which people employed for two or

four years would reach consensus regarding fourteen specific respon-

sibilities. Two hundred questionnaires were sent to graduates of the

University of Illinois Graduate School of Library Science for the years

1974-76; 104 usable replies were received. Of the respondents, 55 per-

cent were employed in academic libraries, 22 percent in public libraries,

8 percent in schools, and 17 percent in other types of libraries. These

respondents represent a higher proportion of academic librarians and

lower proportion of public and school librarians than was reported in

the placement statistics for 1974-76. 42

Shera said library research can be described as "breaking down

open doors." 43 Much of the following material falls in this category.

Involvement in collective bargaining has led some library administra-

tions to prepare guidelines distinguishing the duties of professional and

clerical supervisors. For example, a Purdue University administrative

memorandum states that hiring, dismissing, evaluating, disciplining,

and administering wages must be handled by a professional supervisor,

while the clerical supervisor is responsible for directing the activities

of a work group or unit, may participate in employee evaluation, and

may hire students for the work unit.

The literature has accorded little attention to the difference in super-

visory techniques according to type of work performed and number and

type of employees. The appropriate method of supervision depends on

such factors as: (1) whether departmental people have face-to-face con-

tact with clientele, (2) number of hours the unit is open, (3) number and

classification of employees in the unit, (4) educational background of

employees, and (5) whether it is a multibranch system and/or multiloca-

tion system. For instance, changing the hours of operation from forty

to ninety-three per week may require greater reliance on written pro-

cedures, policies and regulations. Delegation of tasks increases and each

person must know his or her exact responsibilities. Evaluation becomes
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a problem because the supervisor is not always present; he or she must

observe job performance without seeming to spy or making informants

of fellow employees.
In response to the author's survey, 98 percent of the respondents

agreed that a supervisor evaluates the performance of employees, and

95 percent that the supervisor oversees the training of employees (see

Table 1). Ninety-four percent agreed that supervisors recommend em-

ployees for discharge, and 91 percent indicated that they were respon-

sible for overseeing work scheduling and recommending employees for

promotion. Ninety percent agreed that supervisors must have detailed

knowledge of the work performed in the unit, oversee the writing ofjob

descriptions, and discipline employees.

TABLE 1 . ATTITUDES OF LIBRARY SCHOOL GRADUATES TOWARD
SUPERVISORY RESPONSIBILITIES

Percentage in

Responsibilities of Supervisors Agreement

Evaluate employee performance 98.1

Oversee employee training 95.2

Recommend employee discharge 94.2

Oversee work scheduling 91.3

Recommend employee promotions 91.3

Have detailed knowledge of work performed in unit 90.4

Oversee writing of job descriptions of subordinates 90.4

Discipline employees 90.4

Decide how work should be performed in conjunction with employees 87.5

Have knowledge of conducting interviews to fill vacancies 87.4

Provide procedures manual 82.7

Have knowledge of grievance-handling 78.8

Have knowledge of EEO guidelines 74.0

Have knowledge of OSHA regulations 62.5

It is interesting to note that only 87 percent of the respondents felt

that a supervisor should know how to conduct an interview to fill a va-

cancy. Since employee selection and evaluation are perhaps a super-

visor's most important tasks, it seems that this should have been ranked

higher. However, most employees are perhaps selected by department
heads and assistant directors rather than by supervisors. Only 82 per-

cent of the respondents believed supervisors should provide procedure
manuals with detailed instructions on how to perform tasks; in industrial

settings, instructing employees is one of the most frequently performed

supervisory tasks. 44 That only 78 percent of the respondents recognized
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the handling of grievances as a supervisory responsibility is probably

due to the fact that this is a local responsibility primarily involving li-

braries engaged in collective bargaining or those whose employees be-

long to unions.

Although ALA and other professional groups have been quite active

in dispensing information about equal opportunity in employment, only
74 percent of the respondents viewed this knowledge as a responsibility

of the supervisor. It is probably in the area of interviewing, selection,

promotion, transfer and discharge all areas of concern to supervisors

that most EEO violations occur.

The least amount of agreement among respondents concerned the

area of occupational health and safety regulations. In interviewing middle

managers and administrators two years ago, I found little concern about

this topic. Safety receives a great deal of attention in the industrial set-

ting. Most texts on supervision contain at least one chapter on the safety

responsibilities of the industrial supervisor, and a recent thesis lists

seventy-four such responsibilities.
45 Many unions are adding health

and environmental specialists to their staffs to assist in evaluating work-

ing conditions. Although the library may not itself be governed by these

or similar regulations, branch libraries located in departmental buildings

where research is conducted may be affected. The regulations on provid-

ing access for the handicapped to all buildings require new layouts and

designs for libraries. Most libraries housed in older buildings may dis-

cover potential safety hazards in flammable building materials, inacces-

sible nooks and crannies, improperly anchored shelving, overcrowded

shelves, etc. Purely from the standpoint ofhuman relations, library admin-

istrators should be concerned about safety precautions.

CONCLUSION
This overview of supervisory management has surveyed the library

environment, the management "style" of the library, the demands for

professionalism, and concern for employees. The trend is toward in-

creased emphasis on personnel practices, especially those involving

equal opportunity for employment, collective bargaining, occupational

safety and health, and affirmative action.
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Columbus, Ohio

Leadership and Employee Motivation

While most people have a fair idea of what leadership is, there is some

disagreement about the meaning of motivation. For many, motivation is

the method used to get people to work. For others it represents higher

salaries, fringe benefits and improved working conditions. Still others

view it as a management exercise. By the end of this paper, I hope readers

will have some different views of motivation and its implications for

library supervisors.

It is appropriate to begin with a discussion of leadership, since it

is essential to an understanding of motivation. Peter Drucker said that

leadership is that quality of examining work to ensure that effort is not

placed where there are no results. According to this definition, leader-

ship is the skill of establishing priorities and marshalling resources to

achieve worthwhile goals. While some may disagree with this defini-

tion, few will argue that Drucker' s view is unreasonable. Supervisors

have the difficult and primary task of determining what is important in

their organization. Drucker advises them to forget about yesterday's

services, to maintain today's breadwinners and, as managers, to empha-
size and nurture tomorrow's objectives. Indeed, a fundamental rule of

leadership is to delegate yesterday and undertake tomorrow. Those ex-

pensive experiences in management ego, in developing and maintaining

services and collections long after analyses have revealed their failure,

must be avoided. Leadership is the art of recognizing the mistake, even

one's own, and correcting it before it bleeds the institution.

The leader is also the person who must ask himself and the members
of his administrative team to redefine regularly the purpose and role of

45
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their institution. The leader must clarify the institution's goals and objec-

tives and remind his team of those ends. To be successful, the leader

must ensure that the team knows both the goals and the strategy.

This definition of leadership depicts the leader as a team player.

Single all-powerful executives who make unilateral decisions affecting

thousands of people are rarely heard of today. The task of management
has become too complicated to permit such autonomy. This is especially

true in library management, where the director's major role is to serve

as an interface between governance, staff and clientele. Except in the

smallest library, he rarely has the time or skill to direct all phases of the

library's operation. The chief executive must delegate those responsibil-

ities to others.

Today's leader must exercise a new type of skill, i.e., motivating

people to achieve increasingly complex and costly goals. In the public

sector that role is complicated by the limitations placed upon us of eco-

nomics, legal and regulatory requirements, technology, and society.

Nonetheless, just as any craftsman employs his tools to complete his

work, so are leaders bound to employ human resources to achieve their

goals.

In fulfilling managerial responsibilities, most of us are old enough to

recognize that people are no longer willing to work as they once did. This

is not necessarily either good or bad. Cheap and willing labor is no longer

available in this country. Even student labor, so plentiful in the past, is

becoming more difficult to obtain, and most students are unwilling to sub-

mit to the endless, mindless drudgery ofshelving thousands ofbooks. They
will work, but prefer to do so in areas where they can gain useful experi-

ence which will further their own careers. To compete, libraries will have

to devote more attention in the future to developmental programs which

will give the person performing routine tasks a greater sense of respon-

sibility. An advertisement in today's newspaper is no guarantee of get-

ting a competent and willing worker for the salary you feel is competi-

tive. Too often the solution seems to be a higher salary, but this is not

necessarily so.

The worker of today is far different from that of twenty years ago.

He is probably better educated. More than likely there are two bread-

winners in the family. Women no longer see life and career in terms of

their husbands; men are no longer the lords and masters of their house-

holds. The family continuity binding a worker to the same career his father

had has ceased to exist. Very few workers today worry about securing

themselves for their old age. We are a world of pleasure-seekers and only

the masochist enjoys spending extra hours chained to his desk. We take the

vacations, health insurance, sick leave and other fringe benefits for
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granted today; even salary has lost its luster. The ultimate fear of job
loss has been cushioned by assurance of unemployment insurance, work-

men's compensation, Equal Employment Opportunity, unions, due pro-

cess, and social security. It makes no difference that it wasn't always so.

All of this has become part of the employee's rights. The worker has in-

deed changed and not necessarily for the worse. He has found dignity

and pride, and those elements are the key to motivation in today's society.

A good understanding of the worker is necessary for an understand-

ing of motivation. Traditionally, the prevailing definition of the worker

has been inspired by the dominant institution in society. During the Mid-

dle Ages that institution was the Catholic church, which held forth the

spiritual man and woman with the fundamental goal of salvation. From
the eighteenth through the early twentieth centuries, the predominant
institution was industry, from which sprang economic man and woman
with the acceptable goal of making money. Today the prevailing defini-

tion is more difficult to identify, for 500 years of change have been con-

centrated into the last 25 years.

Frederick Taylor has been called the father of scientific manage-
ment. He developed time-and-motion studies as a basic tool of manage-
ment. He also proposed the concept of the worker as an interchangeable

part, a role Taylor genuinely believed the worker preferred in that it re-

lieved him of decision-making. Thus, mechanistic man and woman ap-

peared and an era began which culminated with the Hawthorne studies.

The Hawthorne studies revealed that physical variables such as

lighting and temperature do not affect production. Workers are more
affected by other workers. Thus, the concept of social man and woman
was proposed, and the human relations movement started. No sooner

was this model accepted as a basis for motivating employees than it was
discovered that workers were willing to restrict their individual output
in order to earn the acceptance of their coworkers. Counseling was then

initiated, and the emotional man and woman were created.

The relevance of this history to a discussion of motivation is that

most supervisors took on their responsibilities during a period when one

or several of these philosophies were in their ascendancy. Many con-

tinue to use the skills and techniques which applied to those times in

today's entirely different environment.

There are currently as many different definitions of the American
worker as there are management specialists. Frederick Herzberg has

defined two varieties: the neo-mechanistic or instrumental man or woman,
a detached specialist in today's computerized society; and the consumer,
whose goal is immediate consumption a quantum step away from the

economic model of less than fifty or sixty years ago. The families seen
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wandering aimlessly through discount stores on Sunday afternoons, won-

dering where to spend their money first, are examples of the consumer

model.

Whatever definition of the modern American worker is used, it is

important to understand his goals in order to motivate him. People's

goals vary, as Herzberg's two other definitions of the worker illustrate.

Based on archetypes which he borrowed from the Old Testament, Herz-

berg saw the worker as represented by Adam and Abraham. Adam is an

instinctively lazy man, only somewhat removed from the animal in that

he is capable of perceiving an infinite variety of pain. Indeed, Adam per-

ceives pain in three dimensions past, present and future. He remem-
bers pain, feels present pain, and anticipates future pain. The worker as

Adam prevails because of this characteristic. He seeks to avoid pain by

obtaining security, safety, good working conditions, salary and fringe

benefits. Herzberg called these elements hygiene factors. They are essen-

tial to the animal in man and for some, they provide a powerful motivator.

Abraham, however, is unique in Biblical experience. He entered into a

covenant, or contract, with God which stated that certain things belong
to God and certain things are reserved for Abraham. Abraham is a human

being who strives for growth. He takes hygiene factors for granted; he is

motivated by other goals.

As I noted, it is essential to determine what an individual likes or

needs in his work if motivation is to occur. If people are asked what they

want from their work, they will respond with many generalizations. In

the library field, people are likely to say they like working with books or

with other people. Until recently (before passage of California's Proposi-

tion 13), some librarians may have said that they liked their work because

it was secure and had status. Others may say they like creating order out

of chaos. However, if specific information is required, they must be asked

to relate actual experiences, both good and bad. Studies performed on

this basis show that people like the following aspects of their work, ranked

in order of preference:

1 . Achievement, a sense of being able to see something tangible derived

from their effort, such as a well-organized collection or a new physi-

cal facility.

2. Recognition or appreciation from their supervisors or colleagues.

3. The work itself. A person who enjoys meeting people, for example,
will have a greater interest in public service work than one who does

not.

4. Increased responsibility, such as enlarging the job to reflect the indi-

vidual's capabilities.

5. Advancement or promotion within the organization.

6. Opportunity to learn new things, or growth.
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These same studies have also revealed the things people do not like about

their jobs:

1. Restrictive policies or a restrictive administration. For example, if a

librarian in public services finds that he is prevented from extending

certain services or resources to patrons, he will become increasingly

frustrated with his job.

2. Poor supervision. The manager who is unsupportive or incompetent
is going to make life miserable for subordinates.

3. Poor interpersonal relationships. Unless an employee likes the people

he works with, the job will clearly become undesirable.

4. Poor working conditions. If the environment is noisy, the lighting

poor, or the temperature uncomfortable, these factors will obviously

affect the way employees feel about their job.

5. Poor salary. Strange as it may seem, this is not the number one com-

plaint. Salary is still important, but in the sense that an employee's be-

lief that he is poorly paid can seriously affect his job performance.

6. Low status and lack of security.

From these results it is obvious that what makes people happiest and

motivates them in their job is what they do. What makes them unhappiest
is the situation in which they do it.

Returning to Herzberg's archetypes of Adam and Abraham, it can

be seen that hygiene factors are related to job environment. To satisfy

Adam, these factors must be dealt with. However, to satisfy Abraham,
motivation or growth factors must be offered. In order to motivate

someone, two things must be known. Is the individual satisfied with the hy-

giene factors offered by the job, i.e., salary, fringe benefits, security and

status, and interpersonal relationships? Second, will the individual be chal-

lenged by the job?

Unfortunately, the latter factor is not easy to determine. I recall

being interviewed once about the attribute I found most essential in the

library profession. I told the reporter that I valued creativity more than

any other. I could forgive any fault but its absence. When the reporter

asked why I felt it was more valuable than technical competence or reli-

ability, I responded that a truly creative person is self-motivating. All

he needs is technical help, feedback and a little orientation about the

institution's goals. In short, with a creative person there is no problem
with providing motivation. Finding such workers, however, is another

matter.

Managing the self-motivated person is an art. It is possible to frus-

trate and lose a valuable asset through overmanagement. Some managers
believe that to motivate these persons a goal must be established that they
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cannot reach. However, people with high achievement motivation are

already performing at their maximum. To be effective in managing the

high achiever, stay out of his way. When I review the process of personnel
evaluation with my staff, I often find those who feel it is redundant to

evaluate the work of an effective, long-term employee. They consider

evaluation appropriate only for the new or problem employee. Yet the

self-motivated person needs the evaluation just as much. He requires

reassurance and feedback about the effectiveness of his work. This is a

form of recognition which makes his job worthwhile.

It is also important to realize that high achievers do not necessarily

make good managers. There are different qualities involved, and all too

often the motivation of high achievers can be destroyed by the assump-
tion that they can translate those skills which made them successful in

one aspect of the organization to another. That may not necessarily be

the case. The familiar Peter Principle, which claims that an individual

rises to his maximum level of incompetence, is too true to be humorous.

Another point to remember is that people have ideas of their own. If

an individual is not allowed to exercise his creativity and initiative, he

will surely be frustrated. This applies to everyone, not just the high

achiever. While not everyone elects to exercise that right all the time,

managers should not get into the habit of directing personnel in certain

functions, or in ways that will kill initiative. I learned a technique from

McDonald's sophisticated personnel training program which I think is

pertinent. I once retained one of their regional training managers to ex-

plain some of their techniques to our first-line supervisors. He told us

that to train a new employee, the supervisor should first go through the

procedure to be learned, explaining and demonstrating to the employee
how each step should be performed. Then the employee repeats the in-

structions while the instructor performs the steps. If the employee omits

or confuses a step, the instructor does not stop to correct him, but simply

continues following the incorrect instructions so the employee can wit-

ness the consequences. The last step of the training process requires the

employee to demonstrate his mastery by performing the task for the

supervisor.

The critical step is the middle one, in which the employee describes

what is logical in his mind. Trainers continually learn that their way is

not always the best way. Even a beginner can teach them how to do it

better. McDonald's doesn't insist on one standard procedure if someone
has a more effective way.

To understand employees, supervisors must attempt to look at the

employees' work in the same way they do. I find that I continually have

to relearn even the simplest functions because of what I observe in my
staff. Supervisors have the grand concept that the world is perfectible.
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Most employees know better and design their work routines in the face

of hard realities, attempting to make the work more interesting, challeng-

ing and comfortable. This does not imply that supervisors should ignore

their responsibility to initiate change and develop standard procedures.

Without these actions, organizations stagnate and training cannot be

effectively achieved. It does mean that management must recognize that

the ultimate impact it has upon the client is not accomplished by the

changes, policies or procedures it proposes, but rather by how the person
at the front desk implements those proposals.

I believe that encouraging creative change is the ultimate motivator,

provided that the changes are desirable and not implemented for their own
sake. Innovation can make even a routine task important, for it gives the

individual an opportunity to make a significant contribution through

testing and implementing changes. The individual grows in the job,

achieves a tangible goal, and should receive some recognition for the

effort. These three things growth, achievement and recognition

are elements which make people like their jobs.

Another theory of motivation theory X and Y, developed by

Douglas McGregor has some important contributions to this review.

When McGregor developed these terms he was seeking labels that would

be as neutral as possible in order to avoid an implied preference for one

theory over the other. In theory X management, the worker is conceived

of as passive and inert, the lazy animal or Adam archetype discussed

previously. Theory Y management depicts the worker as perfectible, as

an individual with a need to grow. McGregor proposed that theory Y
management does not imply letting people "do their own thing." He
felt that management had an obligation to provide goals which were not

only clear but determined collectively. At the same time, he did not wish

to label theory X management as autocratic. The emphasis is on achiev-

ing harmony with discipline, McGregor explained; however, some people

respond only to authority and do not wish to participate in decision-

making.

McGregor's contribution to the study of motivation underlined the

importance of flexibility: application of theory X or Y management tech-

niques should depend on the individual being supervised and the circum-

stances. I learned much about management techniques when I worked
for General Motors many years ago. GM experimented, as did many
other corporations, with a matrix organizational structure in contrast to

a traditional hierarchy. When I entered public service and directed my
own library, I believed that this structure might be relevant to the library

profession, with public service functions placed along one axis of the

grid and supportive functions along the other. I finally came to the real-
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ization that it would not work. Although the library possesses a profes-

sional atmosphere, many of the employees simply resisted participation

in decision-making. They were interested in certain aspects of their job
and were satisfied to remain there. Participation in the management of

the institution caused a great deal of insecurity feelings among them, and

friction and indecision resulted. Rather than adopt a uniformly partici-

pative management style, a supervisor must adjust his management ap-

proach according to the character and motivation of the individuals on

his administrative staff. Although the library profession currently tends

to stress theory Y, there are tasks which do not permit much flexibility.

When assigning those tasks that do, however, the assignment should

include a major responsibility in determining how the problem should be

attacked, provided the person wishes to have that involvement. People
need to have a stake in their work; they do not want things done to them.

For many managers this involves a degree of risk, for often it is their job
and reputation that is in jeopardy if their staff fails. This necessitates

careful definition of the problem: identification of supervisory respon-

sibility and staff responsibility. Nonetheless, supervisors must be willing

to take such risks in order to motivate their staffs. Supervisors can

neither run their organization by fear nor fear to run it; rather, they must

walk the line between these extremes.

Another significant contributor to the study of motivation is Chris

Argyris, who was concerned with the phenomenon of built-in obsoles-

cence. Argyris's work dealt primarily with the problem of repetitive

tasks in industry. Motivation under these circumstances was found to

be extremely difficult. Most assembly-line workers had resigned them-

selves to the fact that there was no future or inherent interest in their

jobs. The only motivation their supervisors could offer was higher wages.

However, Argyris realized that the cost of motivating alienated people
is very high. To deal with this problem, Argyris concentrated on granting

more responsibility to each worker, often assigning full responsibility

for assembling entire units rather than single sections. He found that

production usually dropped temporarily but soon picked up, along with

employee motivation and morale. He demonstrated that the price man-

agement pays for poor motivation is poor morale and, eventually, higher

costs.

The greater lesson Argyris taught is that people need feedback about

their impact on the organization. If they lack pride and respect for their

roles in the organization, their energies will be directed elsewhere. In

some institutions, "beating the system" is an employee's most creative

activity. If employees are treated as nothing more than warm bodies,

that is all they will be. If institutions are to avoid the resulting obsoles-
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cence, they must stop the mistrust which seems to permeate them, seep-

ing down from the upper levels of management to the public service desk.

Clearly, some tasks cannot be made more interesting or challenging.

These jobs, all too common in the library field, are the ones which should

be automated out of existence. Library work is one of the most labor-in-

tensive services in the public sector, and each feasible opportunity to

automate ought to be embraced. Where this is not possible, workers

should not be insulted by attempts to convince them that they should be

happy in performing that task.

Certain techniques are commonly employed in attempting to moti-

vate persons performing these tasks, but they have not been very effec-

tive. For example, job rotation has often been suggested to help workers

cope with repetitive tasks. However, this is not a solution; it only pro-

vides workers with varieties of pain. A switch from washing dishes to

washing silverware still means you're washing eating utensils a nec-

essary task only if an automatic dishwasher is not available. However,
it is possible to enlarge such tasks as Argyris did in his assembly-line

experiments. Giving additional responsibility to an individual can en-

rich his job and provide greater motivation.

Retraining is often recommended for employees who have become
obsolete in their jobs; it has the dual function of making the individual

more productive for the institution and of motivating him through an

awareness of the investment the institution has made in him. This is

not an uncommon problem in librarianship, due to increasing automation

in the field. However, resurrection is much more difficult than giving

birth; it is far better to prevent obsolescence by making certain that each

job keeps people up to date.

A sound basis for motivation in any library is an adequate budget
for staff development. A reasonable figure is 2 percent of the personnel

budget, which is the amount the more progressive industries allocate.

I suspect that few libraries spend more than a fraction of this on staff

development. Our record in this area is no better than that of many other

professions, despite our alleged role in society of promoting continuing
education. We think nothing of placing someone with twenty years of

experience on the shelf in order to hire a recent graduate familiar with

new technology and resources. Unfortunately, society is becoming edu-

cated more to do less, and the result is frustration and a vast underutiliza-

tion of talent.

Douglas McGregor made the classic statement that each person
should be approached with an open mind and not an open mouth. Each

person must be allowed to demonstrate his ability. If employees cannot

demonstrate sufficient competence or willingness to correct professional
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deficiencies, then replacement may be considered. Often the challenge
ofnew responsibilities which are a result of technological or social change

affecting the organization will serve as motivation to produce a truly ef-

fective employee.
Motivation has always been a worldwide problem. People have tried

to get others to do something by asking them, by applying psychology,

by assigning through various communication techniques, by offering

money, and by training. The most common motivational technique, how-

ever, has probably been the use of threat. Frederick Herzberg calls this

KITA (kick in the "pants"), or negative physical means. Being somewhat
more humane today, we generally resort only to strong language or one-

upmanship. (Besides, today's individual would be likely to kick back.)

Whether verbal or physical KITA is used, the result is the same: either

the employee performs a specified task, or he is threatened with loss

of his job.

KITA is movement, not motivation. Even society's elaborate re-

ward system is simply positive KITA. Better salaries, fringe benefits,

better communications and all the other various human relations trap-

pings are like dog biscuits tossed out by managers to any employee per-

forming the desired task.

A truly motivated person does a good job because it's important to

him and to the institution. Motivation does not consist of threats or bene-

fits, but of the ideas, feelings and attitudes an employee has about his

job. In order to motivate your employees, you must ensure that they are

correctly placed, challenged and involved in the determination of how
their respective tasks are to be accomplished.

I don't mean to imply that salary, fringe benefits, good working con-

ditions and security are not important, but they are only factors which, if

present, will help to avoid dissatisfaction. By themselves they rarely

motivate. If they are inadequate, however, it will be difficult to motivate

anyone.
In summation, for motivation to be successful, people who are quali-

fied and interested in the task should be selected not the overqualified

or those incapable of growing with the job as it evolves. If you are fortu-

nate enough to recruit a creative, self-motivated person, don't frustrate

that person through overmanagement. The self-motivated are already

performing at their maximum. Get out of their way. Help them with feed-

back and technical assistance, and orient them to the goals ofthe organiza-

tion. Broaden the abilities of those who are not self-motivated by aiding

them to establish challenging goals. Do not prescribe those goals; rather,

provide general guidance and let the individual determine the specifics.

Allow people to participate in decisions affecting them, and let yourself
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be influenced by their recommendations. Don't neglect the hygiene fac-

tors (salary, fringe benefits, etc.); no matter how much food you may eat

now, you will get hungry again. Automate the repetitive jobs whenever

possible. If you cannot do so, then seek to motivate the persons perform-

ing those tasks by enlarging their jobs and giving them more responsibil-

ity. Don't be afraid to take risks with people. Consider the role of change
and innovation in your organization: if a change is desirable and people
are involved in its testing and implementation, it can itself serve as a

powerful motivator.

Finally, remember that what really motivates people and makes

them happy is what they do. What makes them unhappy and turns them

against their job is the situation in which they do it.

SOURCE

Information for this paper was drawn from a series of management videotapes
available from Advanced Systems, Inc. (1601 Tonne Rd., Elk Grove Village, 111.

60007). Pertinent titles in this series are:

Managing Time from the "Effective Executive Series," with Peter Drucker;
To Be Efficient and To Be Human from the "Motivation: Management for

Success Series," with Frederick Herzberg;
Myths About Your Employees from the "Motivation: Management for

Success Series," with Frederick Herzberg;
Theory X and Y from the "Motivation and Productivity Series," with Saul

Gellerman; and

Management of Human Assets from the "Motivation and Productivity

Series," with Saul Gellerman.
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The Role of the Supervisor in Training
and Developing Staff

My experience indicates that there are two key elements in getting work
done through people. The first is to select the right person for each posi-

tion and the second is to give each staff member the training needed to do

the job well. I believe supervisors should be evaluated on and held ac-

countable for the degree to which their units contribute to the achieve-

ment of organizational objectives. That is why, as a personnel director,

I believe supervisors must be given the authority to initiate recommenda-
tions in the areas of staffing and training. They should be able to justify

their recommendations of who they believe should be hired and of what

training their staff members should receive. Thus, supervisors should

in turn receive the training they need in order to make and justify these

recommendations successfully.

My conviction that staffing and training are the two most important
elements in successful supervision was, until recently, based only on

intuitive feelings. Now, however, empirical data have been collected in

support of this conclusion. Unfortunately, librarians seldom believe

that studies conducted in industry have any relevance to libraries. The

study I am about to describe, however, was conducted in the Rutgers

University Library. In a 1976 dissertation, Alan Bare studied the rela-

tionship between the performance of forty-three work groups and the

participation ofthe groups' supervisors in the following activities: (1) coun-

seling and team building, (2) coordination and control, (3) staffing, (4) for-

malizing, (5) training, (6) external representation, (7) communication and

feedback, and (8) performance-reward contingency management. Posi-
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tive correlations at a level of significance too great to be attributed to

chance were found to exist between group performance and four of these

eight supervisory variables, i.e., staffing, training, performance-reward

contingency management, and counseling and team building.

The supervisory activities with the most significant relation to group

performance were staffing and training. These were related at the .01

confidence level, i.e., this relationship was so strong that it would ran-

domly occur in less than one in one hundred cases. Bare measured the

supervisors' staffing activities by examining the degree to which raters

agreed or disagreed with the following statements:

s/he hires the most competent people available;

s/he hires people who fit well with job requirements;

s/he makes sure the group has the talents it needs;

s/he has good ideas;

s/he tries new ways of doing things; and

s/he defines jobs in a way that makes good use of the talents we
have. 1

Note that there may in fact be differences between the first and sec-

ond of these statements. There are situations in which the most experi-

enced, competent or best-educated person available is not the one who
best fits the requirements of the job, or in which the most trainable candi-

date may have fewer of the qualifications required to succeed in a job than

other candidates. In university libraries, even low-level clerical openings
will attract applicants with a fairly high level of education. Often a choice

must be made between a college graduate with a background in one or

more foreign languages and a high school graduate with business and/or

clerical training. Which is better qualified for a library clerical job? It is

generally assumed that the better-educated and/or more intelligent candi-

date will learn the routines of the position more quickly and require less

of the supervisor's time before reaching an acceptable level of indepen-
dent performance. However, this person may become quickly bored

and more readily turn to another employer offering a more challenging

and/or better-paying position. A supervisor may have to train several of

these "quick learners" for a single job over the same period of time

needed to train one employee less easily bored with the work. However,
there is no easy way to be certain beforehand, so whichever choice is

made, the supervisor should be aware of the possible consequences.
In measuring a supervisor's training competency, Bare asked raters

to indicate whether they agreed or disagreed with the following state-

ments:
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s/he provides opportunities to learn on the job;

s/he encourages participation in formal training programs;
s/he encourages self-development; and

s/he delegates challenging assignments.
2

It is not hard to understand why the work units with supervisors highly

rated in these areas were also the most productive. It is especially true

in libraries that people are the most important resource. In most libraries,

about two-thirds of the budget is spent on wages and benefits. Therefore,

unless these human resources are well managed, there is little chance

that patrons will receive their money's worth in services. Unless staff

members have the knowledge and skills needed to perform their job re-

sponsibilities competently, they cannot be expected to contribute what

is required for the library to reach its service objectives.

On the basis of both common sense and Dare's empirical data, it

seems unquestionable that time spent in training and developing staff

is time well spent. Yet, I still must question that assumption even

though it leads to a threefold conflict of personal interests. As a librarian,

I have a strong belief in the value of education to society. As a member of

the academic staff of an institution of higher learning, I have invested a

portion of my life in contributing to the liberal arts background and pro-

fessional training of its students. As the library staff development officer,

I have a responsibility for the training and development of the library's

entire staff. In spite of these commitments, I believe it is necessary to

place some limitations on the training and development activities of

supervisors.

Libraries do not exist to provide training and development for their

staff members, but rather to provide services to their clients. Staff train-

ing and development should never become an end in itself. There is little

reason to believe that the most trained and developed staff is the most

productive staff unless there is a strong correlation between the areas of

training and development and the areas of competence needed to per-

form work assignments. At least one study has shown that there was
no apparent difference between the performance of engineers who took

continuing education courses and those who did not. 3
Training should

always provide the specific knowledge and/or skills needed to improve
the ability of a staff member to perform a specific task in the most effec-

tive way. This training is the legitimate and necessary responsibility of

every supervisor.

However, the training which makes the best use of human resources

includes more than simply the knowledge necessary to perform a specific

job. Orientation and training efforts must go beyond this. An old story

will illustrate this point. Four workers performing identical duties were
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asked separately what they were doing. One replied, "I'm making ten

dollars an hour." Another answered, "I'm laying bricks." A third stated,

"I'm building a wall," while the fourth responded, "I'm helping to build

a great cathedral."

Supervisors must be careful not always to take an employee's com-

ments at face value, however. They may not really indicate the employee's
actual level of understanding due to real or false humility or any number
of other reasons. Certainly there are many times when a supervisor would

be happy to settle for workers who understood that the task at hand was
to lay bricks; it is therefore easy to appreciate how helpful it would be if

workers understood that the individual bricks were to become a wall. It

is the supervisor's role to see that employees understand how the quality

and quantity of their personal efforts contribute to the success of the

organization as a whole. If staff members are to view their work in this

manner, it will be as a result of a well-conceived and well-executed plan.

Such a plan involves matching the library's needs with the abilities of

individual staff members. Two management consultants suggest the

following strategy:

1. The tasks performed by each employee constitute outputs
in goods and services that are explicitly related to achieving
the recognized goals of the organization.

2. The majority of each employee's work time is actually de-

voted to performing these tasks.

3. The majority of each employee's time is spent working at

his or her highest knowledge/skill level as perceived by both

supervisor and employee.
4. The majority of employees are responding to a climate that

encourages the expenditure of levels of energy and effort that

are perceived as high by those both inside and outside the

organization.

5. The workflow in most production or service units is struc-

tured to minimize both slack time and duplication of effort.

6. Formal and informal organizational structures are integrated

with technology in a way that improves task performance.
4

These conditions are likely to be achieved only if staff have learned to

analyze their own performance and to adjust it as the occasion demands.

Once beyond training staff for a specific job, it is often difficult to

know how far a staff development program can go and still be cost-effec-

tive. In making this determination it is useful to distinguish between staff

development and continuing education.

Continuing education as a part of the concept of lifelong learning is
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clearly an idea whose time has come. The obsolescence of technical

training has rapidly escalated in recent years, due to the greatly increased

rate of change. This trend is likely to continue to accelerate. Some means
must be found to help individuals continue to grow and develop. Whose

responsibility is it to provide these opportunities for individuals?

Some staff members have no interest in personal development,
while others have development interests that have very little to do with

their jobs. As Edgar Schein recently pointed out: "Work and career are

not as central a life preoccupation as was once the case. Perhaps because

of a prolonged period of economic affluence, people see more options

for themselves and are increasingly exercising those options. In particu-

lar, one sees more concern with a balanced life in which work, family, and

self-development play a more equal role." 5 An extreme stereotype of

this kind of person was illustrated in a 1975 Doonesbury cartoon in which

Mark was having a conversation with his father:

Father: Son, have you given any thought to the sort ofjob you
want when you graduate?
Mark: Oh, sure. I don't know what field it'll be in, but I know
that it will have to be creative a position of responsibility, but

not one that restricts personal freedom. It must pay well. The

atmosphere, relaxed, informal; my colleagues, interesting, mel-

low, and not too concerned with a structured working situation.

Father: In short, you have no intention of getting a job.

Mark: I didn't say that.

The concepts of staff development and continuing education have

existed for a long time. However, they did not reach their current state

of importance in libraries until the 1970s. As with most fads, the "pendu-
lum effect" was operating: in the excitement of applying a new idea, so-

ciety generally gets carried away, and swings from one extreme to the

other. This physical science phenomenon is imitated by organizations

every time a new idea is introduced. Too often new ideas are rejected

without a fair hearing. However, once an idea is adopted, its advocates

often go overboard in implementing it; it is expected to solve everyone's

problems. No single idea or innovation is likely to satisfy this kind of

expectation. The foray of libraries into the areas of staff development and

continuing education has led toward a more complete use of the available

human resources, but it has also contributed to some very unproductive
use of staff time. Supervisors are only beginning to learn when concen-

trating on staffdevelopment may be beneficial to ultimate productivity and

when it may be counterproductive to the delivery of services to patrons.

In learning to differentiate judiciously, it is important to remember



62 Supervision of Employees in Libraries

the difference between staff development and continuing education. It

is in the area of overlap of the developmental interests ofthe staffmember
and those competencies needed in the library that the most effective train-

ing and development takes place. The initial employment interview is the

ideal time to begin to assess whether this overlap is sufficient to make

training of that person worthwhile. In this process, it must be recognized
that individuals have legitimate continuing education interests that do

not coincide with the library's needs, and libraries require certain com-

petencies that particular individuals have no interest and/or ability to

develop. However, both these elements the interest and ability to

learn on the part of the individual, and the need of the library must be

present before training will result in successful staff development.
It is very important that the collective goal of the staff be similar to

the stated goal of the library. If they are not, then neither goal is likely

to be harmoniously satisfied. A brief examination of vectors may help

illustrate this point (see Figure 1). Vectors are lines which represent the

direction and intensity of certain forces. The longer the line, the more

powerful the force. The direction and intensity of the management's ef-

forts to achieve the library's stated goal affects the actual role the library

plays in providing its services. However, the direction and intensity of

staff members' efforts also have an effect and must be taken into account.

It is the interaction of these forces that is most important. In a laboratory

setting, the vector representing the result of this interaction would indi-

cate the direction and intensity of the library's actual performance. This

model from elementary physics can easily be applied to the goals of the

supervisor and employees of a library to describe some very complex

organizational behavior.

So much for theory; what most supervisors really want are practical

suggestions that can be applied on the job. With that in mind, I suggest
that the process of identifying training needs begin before initiating the

recruitment process. Before even advertising a position opening, the

supervisor should list the areas of competency that a fully functioning
staff member is required to master for that position. Then the supervisor
should decide which of these competencies can reasonably be learned

in the context of the work environment. All other competencies should

become minimum qualifications for that position, that is, pass/fail re-

quirements that must be met before the candidate can be seriously con-

sidered. The competencies that could reasonably be gained on the job
become desirable qualities to be sought in the candidates who have met
the minimum qualifications. Theoretically, the best-qualified candidate

is the one that has demonstrated all the minimum qualifications and offers

more optional competencies than any other. Other factors, such as dem-
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FIGURE 1. VECTORS ILLUSTRATING How THE DEGREE OF AGREEMENT BETWEEN

MANAGEMENT AND EMPLOYEES WILL AFFECT THE PERFORMANCE OF AN ORGANIZATION.
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onstrated learning ability, may also be a legitimate consideration. Once
the selection decision is made, the training needs of the new staff member
should be obvious if the above suggestion has been followed. The task of

the supervisor is to provide the opportunity and assistance needed for

the staff member to develop the additional competencies required for

successful job performance, as well as to develop those competencies
that were satisfactorily demonstrated when the hiring decision was made.

This process sounds much simpler than it actually is. However,

thought and planning will save a lot of time and prevent wasted and coun-

terproductive efforts later.

The actual training of a new staff member begins during the employ-
ment interview if not before. During the interview the applicant is

participating in an orientation to the interviewer as a supervisor, to the

position available, possibly to other members of the work group, to the

work area, to the library itself, and to the larger organization of which

the library is a part. The session can lead to wise decisions on the part of

the supervisor and applicant as to whether it is in their mutual interest to

establish an employment relationship.

What kind of messages does the supervisor as interviewer send? Is

the candidate treated with respect? Does the supervisor really listen to

what the candidate says? Does the supervisor appear to know what is to

be accomplished in the interview? Is the time effectively used in discuss-

ing job-related issues? Does the supervisor appear to know what the

library, the job, the other employees, and the applicant are all about?

What attitudes about them are being relayed? Is it made clear that the

applicant will be expected to think if he or she becomes an employee?

Tentative, if unconscious, impressions will be formed in all these areas.

Without care, counterproductive learning may take place that will have

to be "unlearned" if the candidate is to become a productive employee.
In many ways, how the interview is conducted is at least as important as

what is actually said.

This will be true of many other aspects of training. Fran Tarkenton

recently related the following example of how actions speak louder than

words:

I was recently told by the vice-president of a major industrial

firm that his superior, the executive vice-president, wanted him

to be more creative. But, he recalled that every time he brought
an idea that he thought was new and creative to the executive

vice-president, he was told all the things that were wrong with

the idea. The executive vice-president wants and is directing his

managers to be more creative, yet punishes creativity. He is not

likely to get, and certainly will not maintain, creative thinking

and innovation in his organization.
6
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As supervisors you should try to recall the last time a subordinate or a

peer offered an idea or a suggestion. Has it been a long time? What was

your response? Would it encourage or discourage the person to volunteer

an idea again? As Tarkenton put it, "People, not dollars, create." 7

The reader is probably wondering why I am belaboring the apparently

self-evident importance of staff training and development. The fact is,

most supervisors do not give sufficient attention to this responsibility.

This is not necessarily because they believe that training is unimportant.

According to Samuel Phifer, Executive Training Director of Allied Stores

Corporation, the reasons supervisors give this activity insufficient atten-

tion are subtle:

They are afraid of surrendering vital information derived from

experience. Holding on to this information gives them a feeling

of being needed, a sense of personal power and control. Yield-

ing information is seen as a weakening of this power. Another

frequent reason for avoiding the responsibility to train is that

supervisors do not know how to go about it and are not anxious

to have that deficiency exposed. Still others feel that to train and

develop subordinates properly, it would be expected that they

know all the details of each of their jobs. To have this lack of

knowledge revealed would also be an embarrassment. And, fi-

nally, there are supervisors who are not at all sure where to draw

the line between managing and developing. They are unclear as

to what constitutes training as distinguished from good com-

munications, capable direction, and sound control and disci-

pline.
8

Although I have observed ample evidence to support each of Phifer' s

points, I believe he omitted the most prevalent reason library supervisors

do not fulfill their training obligation. Many see themselves as workers

first and supervisors second. They fail to realize that supervising is as

much their responsibility as is the work of their unit. They feel guilty if

they are not doing as much of the routine work as their subordinates.

Therefore, little time and energy are left for uniquely supervisory ac-

tivities.

No training should take place unless a specific need for it has been

identified. This can be done in a number of ways. If the above suggestion
is followed, some training needs will have been identified by the time an

applicant is offered a position. In this case, the training needs are those

competencies which are required and have yet to be developed. In other

cases, employees may ask specifically for training to increase their abil-

ity to perform their jobs. It may be that an employee is observed as hav-
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ing difficulty performing his or her job due to inadequate knowledge or

skills. Perhaps changes, such as the introduction of computers or the

reorganization of workflow will require knowledge and skills not previ-

ously needed. However, as training needs manifest themselves, it is the

supervisor's responsibility to recognize and act on them.

However an apparent need for training is recognized, the desired

outcome is much more likely to be achieved if the supervisor can articu-

late to staff members exactly what new abilities the training will provide.

Only then can the precise nature of the training be determined. The object

during training is to minimize the disruption of current services while at

the same time maximizing the potential of future services. This is no

mean feat, but such is the nature of supervision.

One method of analyzing training needs is presented in a monograph
by Robert Mager and Peter Pipe entitled Analyzing Performance Prob-

lems, or "You Really Oughta Wanna." 9
Mager and Pipe present a series

of questions in a simple decision flow-chart. Working through the flow-

chart to the solution involves a very useful thought process. However,
as supervisors learn, solutions to many problems are not easily reached,

and while no single method or technique will solve all problems, many
of the ideas of others can be adapted to advantage.

Once a supervisor has clearly defined a training requirement, it must

be decided who can best provide the needed training. Research indicates

that training will be mastered more completely if two elements are in-

cluded. First, if the trainee believes that the trainer controls the reward

system, and the trainer actually has a high degree of control, more effec-

tive training will take place.
10 This finding indicates that the most effec-

tive training may be that provided by the supervisor if the supervisor is

seen by the employee to be able to initiate recommendations for hiring,

firing, promotions, salary increases and disciplinary action. Second, re-

search also indicates that the trainee will learn more completely when the

trainer is perceived to be competent in the task being taught.
11 This find-

ing too may suggest that the supervisor is the most appropriate person to

provide the needed instruction; on the other hand, it may suggest a better

choice.

There are also criteria to consider when determining whether train-

ing should take place "on the job" or in a classroom setting. Martin

Broadwell, author of The Supervisor and On-the-Job Training, uses a

very practical and often entertaining handbook approach. Following is

a summary of Broadwell' s main points on the advantages and disadvan-

tages of on-the-job training:
12
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Advantages of on-the-job training Advantages ofclassroom training

Communication on a one-to-one Fewer distractions

basis

Can build on existing and ongoing More efficient use of trainer time

relationships

More natural setting (under actual Not all supervisors are good teach-

work conditions) ers

More efficient use of trainee time Teaching technology is easier to

apply
Less interference with production

Whichever setting is used, appropriate training methods should be

employed. There are a number of good books on this topic. BroadwelTs

book provides a practical, down-to-earth approach. Mager's Preparing
Instructional Objectives is also highly recommended. Two periodicals

that provide practical help to first-line supervisors are Supervision and

Supervisory Management.
14 Malcolm Knowles's classic The Modern

Practice of Adult Education is a very useful, substantive work. (If a

supervisor does not have reason to believe a potential trainee can respond
as an adult, perhaps that supervisor should be contemplating some other

kind of personnel action.) No training method is appropriate in all set-

tings, for all learning objectives, or for all trainees. Nor is one training

method appropriate for all instructors. Rather, the method must be care-

fully chosen for the particular combination of circumstances.

Whatever method is employed, the results should be evaluated.

Repeating failures with successive generations of workers must be

avoided. Also, in the event that a training method is judged to have failed,

an alternate method must be instituted. Evaluation will clarify whether

the fault was with the training, or if the trainee is incapable of learning

that particular skill or is simply not interested. Another possibility is that

environmental factors may interfere with learning. Whatever the result

of the training, if the need for it was sufficient to invest the time of the

trainer and the trainee in the first place, it is worth knowing to what

extent the original objective has been met.

The best way of evaluating whether the training has achieved its

objective is to answer the question: Can the employees satisfactorily

perform the task which they previously could not? The primary objec-

tive should not be to change attitudes; there is little convincing evidence

that this type of training is effective. Moreover, attitudinal change is

impossible to measure. Phifer suggests that "if we have trained well, we
will have brought about a change in attitude as a consequence of our ef-

forts." 16 Staff members who are confident that they have received the
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training and support they need to contribute productively to the library

will have more positive attitudes than those who feel inadequate because

of a lack of such preparation.

The ultimate measure of a supervisor's success as a trainer and de-

veloper of staff is improved services to the library's patrons. As the

1980s approach, library costs are increasing faster than the general rate

of inflation. Now, more than ever, patrons deserve the best service li-

braries can afford to provide.
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Making the Transition from Employee
to Supervisor

In preparing the institute program, the planning committee decided to

invite representative professional librarians who had recently experi-

enced the role change from supervisee to supervisor (which frequently

includes the responsibility of supervising former colleagues) to describe

the experiences and problems they encountered in making this shift.

Following is a summary of their observations.*

The first speaker was David Passmore, Head of the Cataloging De-

partment at the University of Kansas Library. Before coming to the Uni-

versity of Kansas, he had served as a paraprofessional language/literature

cataloger at the University of Iowa, and had had no previous administra-

tive experience. He had been at the University of Kansas only a year
when his department head requested a transfer, and a quick decision

was made to replace him with Passmore. He now supervises a staff of

eleven full-time professionals, approximately twenty full-time parapro-

fessionals, and three student assistants who work about ten to twelve

hours a week. He described the feeling of being a supervisor as knowing
that while one employee was making love to him, another was in the base-

ment boiling tar and plucking feathers.

Passmore inherited many problems with the job. Among these was

poor inter/intradepartmental communication. No clear chain ofcommand
existed and Passmore discovered that several units were doing the same

thing. No one had established any standards. Most of the policies and

* Since the panel members' remarks were presented somewhat extemporaneously, rather

than from formal papers, the summary of this session was prepared by Holly Wagner of

the Graduate School of Library Science Publications Office.
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procedures being used had never been written down. Rectifying this

oversight was a difficult task, made even harder by the superimposition

of OCLC on the existing poorly organized manual system. There was

also a lot of infighting; the paraprofessionals (whom Passmore found to

be dissatisfied and thus career-paranoid) especially were in disagreement

with each other, their department head and other professionals.

There were problems that developed directly from Passmore' s pro-

motion as well. For instance, he found himself in the uncomfortable posi-

tion of having to direct not only former colleagues but also his former

supervisor. She was a woman with twenty-one years of library experi-

ence, a member of the "old guard." He preferred not to have to oppose
her and instead tried to call upon her experience. Eventually they both

adjusted to their changed professional relationship.

Administrative problems built into the job included complicated

interdepartmental practices. For example, the civil service forms which

the library was required to use were confusing. Passmore found cover

notes on employee interview forms with personality characteristics such

as "pleasant" and "crabby" written under disposition, i.e., whether or

not the employee was hired. The library was also embroiled in an uncom-

fortable situation with civil service job reclassifications, a process which

was to take two years and made a lot of people edgy.

Another shock resulted from Passmore' s confrontation with his first

annual faculty report assignment; he found that none had been written

for the preceding year. He was suddenly responsible for setting goals

and precedents after having been in the position only six months. Other

headaches: 300,000 volumes in the library were unavailable because they

had not been cataloged, and a newly-hired science librarian wanted per-

mission to "clean up" the old files.

In an attempt to deal with these problem areas, Passmore instituted

governance by committee. This system involved a lot of meetings and

presented the difficulty of coordinating a large number of people. The

final analysis was, however, that although it was hard, it was worthwhile

and even fun.

The question ofhow to deal with employees who are having personal

problems prompted Passmore to ask: What do employees do with a super-

visor who has such problems? Recognizing that his own personal dif-

ficulties would make him unable to counsel his employees with similar

problems, he openly informed his staff of his troubles and asked them to

cooperate with him by understanding that he would judge whether he

could help them or should defer assistance because of his own difficulties.

The second speaker, Tom Tomczak, Coordinator of General Ma-

terials and Services at the Milwaukee Public Library, explained first
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that General Materials and Services was not a subject catalog, but rather

included materials such as serials, documents, microforms, maps, ver-

tical files, and newspaper clippings, and services such as telephone and

general reference service as well as interlibrary loan. Tomczak super-

vises a staff of nineteen full- and part-time employees, of whom nine are

professionals, seven are paraprofessionals and three are clerical.

Tomczak was very familiar with the Milwaukee Public Library when
he became a supervisor. Beginning as a library page, he has worked there

for twenty years, taking time out for military service and to attend the

University of Denver Graduate School of Librarianship. He described

his promotion at the age of forty as a "midlife crisis": he felt he was aban-

doning his career in librarianship to become an administrator.

Tomczak now enjoys his change in position, however; he finds it

brings both advantages and new problems. For instance, he is adminis-

tratively over one of his first supervisors, and all the people in his depart-

ment were once his peers. In his opinion, there are two errors that can be

made in adjusting to supervising coworkers: to pretend that nothing has

happened to change working relationships, or to attempt to establish

distance. The first alternative is nonsense, and the second doesn't work
either. Neither the staff nor the supervisor should lean on their former

relationship for favors or in expectation of extra effort. The only solution

is to allow relationships to regain their naturalness after a period of ad-

justment. As a result of this attitude, he does not perceive an excessive

distance between himself and his staff, or believe that anyone is trying to

take advantage of past relationships.

According to Tomczak, delegation of responsibility is the most im-

portant part of a supervisor's job. Even while working as a page, he had

acquired some management experience and skills, and he continued to

do so throughout his career. It is the supervisor's responsibility to train

his employees to become supervisors. He must think of himself as a man-

ager and not a "doer," and must concentrate on management tasks. Au-

thority must be delegated along with responsibility; one supervisor can-

not effectively manage a large number ofemployees alone. Specific people
should be appointed to handle specific tasks. They in turn report back to

the supervisor and as a result, learn which kinds of decisions they can

make themselves and which ones should be reserved for the supervisor.

This hierarchy of command is necessary and above all, must be instituted

openly in order to succeed.

Barbara Halbrook, the third speaker, is Assistant Librarian at Wash-

ington University School ofMedicine Library in St. Louis. She is in charge
of the library's daily operation, which includes supervision of public
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services, technical services and the office, as well as automation; in all, she

heads a staff offorty-seven people. Her experience is similar to Tomczak's
in that she was promoted "from within" and had been working at the

library for several years. In her opinion, supervising former peers has its

advantages: everyone is familiar and the problem of adjusting to a super-
visor brought in from outside the library is thus avoided.

The difficulties she experienced in changing from employee to super-
visor were ones of personal adjustment. She found it difficult to relinquish

her old reference job. As a supervisor, she had to get others to do the

work, even though she missed doing it herself. She also realized she was

spending too much time in the reference library and neglecting the other

departments under her direction.

Halbrook was surprised to find that her social position had changed.

People were still friendly, but in a new way. She was not invited to lunch

as often as she had been before her promotion, and was excluded from

staff "gripe sessions." The staff members were wary of her past rela-

tionship with them and attempted to use their former friendship to gain

information. She had to be careful to compromise neither old trusts nor

new responsibilities; she could not be as casual as before. In attempting

to compensate for the new professional distance imposed by other staff,

she withdrew from the group. This was not a good solution either, as she

was then accused of being bigheaded and secretive.

Halbrook also found that she had to establish an entirely new working

relationship with the other administrators in the library: they were no

longer "them," but "us." She had to overcome her reluctance to express
a personal opinion and at the same time learn when to defer. All of these

adjustments took time and she occasionally felt sorry for herself.

The sudden role of authority was also hard to get used to. She had to

be objective when recommending salary increases and performing job
evaluations of former coworkers; she knew the staff too well. She feels

now that, during her adjustment, she perhaps leaned too far toward abso-

lute objectivity but has come to realize that it is impossible to please

everyone.
As a result of her new role, Halbrook discovered that, rather than

thinking of the library on a personal or departmental basis, she began to

view it as a whole. For instance, when the library copier had been placed
in the reference department, she and her coworkers had been upset; the

perspective afforded by her new position, however, has enabled her to

understand and approve of the reasons for such a decision.

As a result of these personal changes, Halbrook feels that she has

become less flexible in terms of ajob change. She has become accustomed

to making decisions and delegating authority, and would not feel com-
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fortable changing back to supervisee. The transition from employee to

supervisor seems to her to be a one-way street.

Marian McMahon, Head of the Copy Cataloging Unit of Northwest-

ern University Library, gave her personal history: she trained as a flight

instructor and then traveled, and at the age of forty-five following

twenty years as a housewife decided she wanted a job, and took one

as a copy cataloger at Northwestern University. The cataloging unit sub-

sequently split and she was chosen to head part of it; there are three senior

and five junior staff members under her supervision. She feels that being
older than the people she supervises helps to establish authority.

The problems McMahon encountered were a result of seeking a bal-

ance between her former role as "one of the boys" and her new position

of authority. She found it difficult to take herself seriously; she felt she

was not supervisory material and expected her employees to ignore her

when she gave them an order. When giving instructions she found it help-

ful to clarify that she was not simply making a suggestion and to observe

the reactions of the person being instructed. She tried to hearken back to

her days as an "underdog" in order to avoid making the same mistakes

her past supervisors had.

Her attitude toward her former coworkers changed also. The news
that an employee was leaving the library for a new job or to attend library

school was no longer greeted with enthusiasm; now all she could think

about was the annoyance and problems of interviewing, hiring and train-

ing a replacement. McMahon noted the conflict inherent in the super-
visor's position, i.e., the sense of duty to encourage staff to progress in

their careers and the problems caused by the resulting job vacancies.

McMahon misses cataloging work. She fears becoming a "closet

cataloger," sneaking particularly sticky problems off the top of the assign-

ment pile in order to handle them herself. The new job-related tasks are

not always pleasant. She finds that employee evaluations are terribly

embarrassing situations and the horrendous amount of paperwork makes
her feel that she is getting nowhere (although in retrospect, she admits it

has value).

McMahon has instituted staff meetings with her employees, which

she holds immediately following administrative staff meetings. The

higher-echelon meetings are enjoyable because they present her with

a broader view of the library, and she can see the progress being made
in other departments. She personally handles all training of new em-

ployees. In this way, she pointed out, if something is being done wrong,
at least the entire staff is doing it wrong the same way and "that's con-

sistency." Often she finds that she learns something in the training pro-
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cess. In conclusion, McMahon offered the consolation that time cures

the fears and the unfamiliarity; endure ifyou hang in there long enough,

you may be promoted.

The final speaker, Tony Siciliano, is the Head of Circulation at the

Skokie Public Library. Unlike the others, Siciliano did not have to adjust

to a change in status from employee to supervisor; he was hired into his

present position directly from library school. As he was replacing a

woman with twenty years of experience, the first problem he encountered

was to accustom the staff to having a man as department head.

To learn his new job and to get to know his staff, Siciliano began by

holding both conferences with each employee, and staff meetings in

which he openly announced his own anxiety about being new and re-

quested the staff's support. He then worked a few weeks in every job in

the department in order to gain an understanding of what was being done

and to suggest improvements, which were primarily aimed at eliminating

drudgery.
He believes that job descriptions and performance evaluations are

his most important responsibilities. As no job descriptions had ever

been written, his staff wrote them, and also compiled an operations and

procedures manual. At the Skokie Library, job evaluations had been used

only for determining pay raises, but Siciliano felt that regular evaluation

ought to be made standard policy. He now performs job evaluations daily

and makes every attempt to reinforce the positive behavior of his em-

ployees. He also instituted a formal quarterly evaluation process in which

his staff evaluates him and themselves; then he evaluates them and they

compare notes. He finds this to be a good approach to reinforcing the

goals of the library as a whole, the goals of the department within the

library, and goals as structural changes.
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Interaction Skills and the
Modern Supervisor

The responsibilities of modern supervisors have been expanded to in-

clude planning, operating and controlling the production and personnel
functions of their departments. Supervisors also have a strong voice in

decision-making, job design, job analysis, and quality control among
their own staff. Personnel responsibilities have been extended to include

training, counseling and managing the development of workers. Super-
visors perform all these functions within an organizational, economic and

social context. Regardless, however, of the supervisor's tasks, organiza-

tional skills and awareness of the interrelationships of human, organiza-

tional and social factors, unless he is able to model and utilize sophisti-

cated communication skills when interacting with his staff, he is likely to

be inefficient in maintaining optimum production and service. The pur-

pose of this paper, therefore, is to discuss the application of the general

principles of communication to the specific context of employee super-

vision in libraries.

PRINCIPLES OF COMMUNICATION
Below are three specific principles and suggestions based on be-

havioral science data for improving supervisory communication. How-
ever, it is not enough simply to know and appreciate communication

principles; they must be translated into appropriate behavior. Each of us

is different, and there are no perfect blueprints for the ideal communica-
tion style. Supervisors must decide how to incorporate the principles in

a way that is comfortable for them, taking into consideration such vari-

ables as the personalities of their subordinates, the particular organiza-
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tional climate of their library, and individual personality. The reader

should be cautioned further that one does not become an "expert" hu-

man relations specialist instantly, and that some dissatisfaction in early

attempts to change communication behavior should be expected. Old

habits are hard to change, but if one is willing to make a conscientious

effort to increase communication competence, he will eventually succeed.

Principle 1

Meanings are in people not in words. Words are merely symbols.
No matter what or how something is said, no one derives exactly the

same meaning the speaker intended from the words used. There are

several implications here for supervisors. For instance, when passing

instructions downward to the subordinate, it is unwise for the supervisor

simply to ask if the message has been understood. More than likely the

recipient will respond positively. It may be that he doesn't want to appear

stupid in the boss's eyes, or he may honestly believe he has fully under-

stood the message. In any case, requesting the other to paraphrase impor-
tant instructions is a far more efficient way to verify that both persons
understand each other. One will learn, however, that most people go

through life believing they are communicating fully when, in fact, the

amount of accurate transmission is closer to 50 or 60 percent.

A second implication involves upward communication, that is, mes-

sages sent from subordinates to the supervisor. The behavioral literature

refers to this phenomenon as the "good news barrier to communication."

Apparently, no one wants to bring "bad" news to the boss; consequently,

information passed upward is often slanted positively. Supervisors need

to compensate for this by rechecking information, seeking verification

from a variety of sources, and creating a climate that permits their subordi-

nates to be candid without fear of rejection, insult or humiliation. Super-

visors ultimately are decision-makers, and decision-makers need accu-

rate information both good and bad. A staff that is afraid to reveal its

true insights and feelings will hamper the quality of the supervisor's

decisions.

Principle 2

Worker satisfaction, and ultimately production and services, are

affected considerably by the social climate that exists among the staff,

between the staff and supervisor, and between one department's staff

and another's. Conflict within a work group is inevitable. The enlightened

supervisor will expect it, prepare for it, and use it to obtain greater aware-

ness of the various aspects of the problem at hand. Studies in group dy-

namics indicate that the greater the variety of perspectives in a group,

the greater is that group's potential for synergy, that is, group decisions
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that are qualitatively superior to those of the most resourceful group
member working alone. In other words, group conflict and heterogeneity

are actually an asset to a supervisor skilled in group dynamics, the tech-

niques of participative decision-making, and the means of achieving

group consensus. Jay Hall and Irving L. Janis have written outstanding

articles on the subject which include practical suggestions.
1

Principle 3

When conflict is confronted and dealt with, the supervisor can antici-

pate an increase in hostility and tension; however, this anxiety is ordi-

narily short-lived and is followed by long-term harmony. In work groups,

social concerns take precedence over task concerns. Individuals are un-

able to work optimally when experiencing some social concern such as

feelings of humiliation, hurt, anger or frustration. Unless the social con-

cern is perceived by the supervisor and dealt with, production and ser-

vices are likely to suffer. It takes a supervisor with well-developed com-
munication skills to handle this situation. Those who have such abilities

are generally the most successful, representing departments with records

of high production, superior service and esprit de corps. Confronting
conflict is best done through the creation of a supportive climate.

Such a climate is one in which individuals feel comfortable express-

ing themselves openly, and in which opposing views are heard without

defensiveness. Nonsupportive climates create defensiveness and are

inefficient. Once an individual's defenses are aroused, he is no longer

able to listen rationally, but will instead concentrate on his own feelings

of anger, revenge, rejection and humiliation.

CREATING A SUPPORTIVE CLIMATE
The discussion which follows describes some behavioral techniques,

culled from the communication literature, that have proven to be essen-

tial for creating a supportive climate. As many of them as possible should

be employed simultaneously whenever the supervisor needs to discuss

with a subordinate a topic likely to create tension and anxiety.

1. The supervisor should describe his perceptions of the situation rather

than evaluate the person involved. For example, he might say to the

evening librarian in the children's room, "Circulation has gone down
25 percent during the evening hours over the last three weeks." While

this comment might make the evening librarian tense, it would prob-

ably be less threatening than if he had said, "You people are goofing
off at night. You are all lazy goldbricks." By describing only objective

facts, without making personal evaluations or engaging in name-call-

ing, the other is allowed to respond to the objective facts. When a
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person believes the criticism is against him personally, his natural

instinct is to become defensive and fight back.

2. The problem-oriented supervisor is more likely to reduce a subordi-

nate's defensiveness than one who is controlling and manipulative.

For example, the former might say, "There seems to be a problem

during the evening. What can be done to raise circulation?" A manipu-
lative supervisor, for example, might begin with a series of questions
for which he already had the answers, merely trying to get the staff to

acknowledge his perspective: "Isn't it true that last month's circula-

tion was 25 percent higher? Isn't it true that patrons have complained
about the rudeness of the staff?" The primary responsibility of the

supervisor is to increase production and quality of service, neither of

which is ordinarily aided through reprimand or punishment.

3. A supportive climate is fostered when the supervisor is empathic in

dealing with a staff member, rather than unfeeling and disinterested

in the other's perceptions of the situation. In behavioral terms, em-

pathy is more than just "putting oneself in the other's shoes." Rather,

it is making an effort to appreciate the other's perspective and then

verbally sharing his concern. Instead of silently suspecting that a

subordinate is anxious and nervous about some problem, the super-

visor might ask him ifthis is so. The act ofverbalizing the empathic con-

cern is likely to cause the other to infer interest and warmth on the

supervisor's part, which in turn causes him to want to continue com-

municating. Open channels of communication which encourage sub-

ordinates to reveal their concerns to the supervisor are the primary

ingredient of a healthy work environment.

Good listening skills are directly related to empathizing. Before one

can make a sincere effort to appreciate the problems of another, he has

to listen, not only to the content, but to the underlying feelings. Super-
visors who know how to listen have learned that once a subordinate

has had an opportunity to clear his own mental agenda, he is much
more receptive to the suggestions of a supervisor. He can sit back and

listen, for now he knows the "boss" has heard his side and appreciates

his position and rationale.

4. The supportive climate is maintained when the subordinate perceives

no intent on the part of the supervisor to emphasize relative rank and

status. Each person knows who is in the position to reward and punish,

but when supervisors underscore their rank, they tend to put subordi-

nates on the defensive.

In each of these guidelines, the accompanying nonverbal commu-
nication is as important as the verbal. Recent studies indicate that
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approximately 65-75 percent of the meaning abstracted from communi-

cation originates from nonverbals. 2 When the verbal and the nonverbal

do not support one another, the listener tends to trust his interpreta-

tion of the nonverbal. If one is verbally making an effort to paraphrase
another and to empathize, but at the same time is looking at his watch

or nervously fingering his telephone or car keys, the other will surely

decide that the speaker would rather be doing something else.

With regard to the emphasis on relative status, nonverbals are par-

ticularly influential. Supervisors who expect employees to stand while

they sit, who plan their offices so that their superior rank is evident

in trophies or parchment, or who arrange special barriers around them-

selves to keep others from getting too close are likely to be fostering

a defensive climate within their work group.

5. In maintaining a supportive climate, the supervisor must be careful to

avoid making judgments prior to hearing all sides of an issue. Perhaps
the four most important words a supervisor can use when confronting
a subordinate with a problem are: I may be wrong. When the super-

visor lets a subordinate know that he recognizes the fact that reality

may be structured differently according to one's perspective, and that

he is willing to withhold judgment until all views have been considered,

that supervisor will be securing a supportive climate. If the subordinate

suspects that the supervisor has a preconceived notion of the "true"

facts, and that he alone will decide what is "right," the subordinate will

probably accommodate by saying "all the right things," but never re-

vealing his true concerns, anxieties or questions.

Rarely will anyone change his mind simply by being asked to, told

to or argued with. A person is not likely to see a situation differently

as long as he feels threatened and in need of defending himself. Super-

visors need to control their own ego-building desire to get the upper

hand, to point out weaknesses in another person's point of view. Weak-
nesses when they are important need to be revealed; however,
this can be done in a way that leaves the other person's ego intact.

Every opportunity must be taken to make the other person feel re-

spected and valued.
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Handling Employee Problems

The most effective means of handling employee problems is to recog-

nize and eliminate their probable cause before they arise. The authors of

other papers included in these proceedings have provided guidance for

avoiding manager/employee problems on a daily basis. If the conditions

they discuss are monitored, there should be little need for "handling em-

ployee problems." In order to identify a problem, a supervisor must know
and be sensitive to employees' needs as well as have a comprehensive
view of organizational goals. The way in which each employee's role fits

into the overall plan of service should be well defined. With this infor-

mation, an insightful manager can identify both real and potential prob-

lems and deal with them appropriately.

The following areas must be investigated before a supervisor can

begin to manage employees:

1. Job analysis: Is the job necessary to the organizational goal? Why?
How does it fit into the total plan of service? Is it doable? Have the

necessary tools been provided? Is the job adequately organized? Are

there well-defined areas of responsibility?

2. Selection: Do the applicants have the aptitude and potential to do the

job? From what can be determined during the interview, do the appli-

cants' personal goals relate to the stated organizational goals?
3. Orientation and training: Has the employee been provided the informa-

tion necessary to do the job?
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4. Incentives: Do the rewards of the job meet the needs of the employee

especially the most important need, the need to feel worthwhile?

5. Appraisal ofperformance: Is there an agreement between the manager
and the employee to discuss how well the job is being performed?

While this framework for analyzing work situations is always applicable,

the answers to the questions asked in each step do change. Therefore, the

supervisory approach must be updated daily. If done regularly, super-
vision will not take much time, and time may actually be saved through
the avoidance of problems.

If this formula is effective for avoiding or controlling problems, then

why does every manager have problems? No manager ever has complete
control over the factors which influence the work environment. Often the

cause of a problem is clouded by employee complaints that are not closely

related to or associated with the real problem. Some of these areas are:

1 . Social: It is estimated that by 1980 one out of every four persons enter-

ing the labor force will have a college degree. Motivating overqualified

people to do routine work is no easy matter. Also, the change in life-

styles experienced over the past twenty-five years influences em-

ployees' reactions to their work environment. Most people expect
their jobs to be consistent with their lifestyles. Basic value changes
influence the traditional "work ethic." The generation gap is widen-

ing. One can no longer expect even siblings born within a few years of

each other to have the same values.

2. Economic and technological: Inflation influences the amount any or-

ganization can afford to pay its employees. Advances in technology
determine whether or not a routine, boring job can be automated.

3. Legal: Equal Employment Opportunity, the Occupational Safety and

Health Administration, labor unions, and affirmative action control

the amount of flexibility an employer has in hiring and in creating a

work environment.

4. Organization itself: Large organizations are often forced, for eco-

nomic and efficiency reasons, to utilize civil service or other stan-

dardized personnel practices to insure fairness and equality through-

out the organization. Job classification, hiring guidelines, pay plans,

work hours, etc., are all outlined for supervisors to follow.

In the real world, for a variety of reasons, problems do arise. It is

fair to say that a mark of effective supervision is not that there are never

problems, but rather that problems can be handled without disrupting the

entire organization. As a supervisor gains a reputation for being fair,

open and responsive, the number of problems should diminish, for, as a
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result, he often will be given the benefit of any doubt in situations that

would otherwise lead to resentment or conflict.

The first step in dealing with a problem is to determine why it arose

in the first place. This may be the hardest part of the process, since things

are almost never what they appear to be on the surface. It is important to

examine the work situation objectively. Have all the obstacles to work

performance been removed? Obstacles are defined as conditions that pre-

vent job performance: inadequate time, instructions, tools or resources;

conflicting orders (too many bosses); or too much red tape.

A distinction should be made between dissatisfiers and obstacles.

Dissatisfiers cloud issues but do not prevent the performance of a job

(examples are inadequate parking, pay or fringe benefits). They are ob-

stacles to work gratification, but if motivated, an employee will still do

the job. A dissatisfier is often a symptom of the problem, not a reason,

and it is important to be aware of the difference. A dissatisfier can upset

people, but resolution of the condition does not necessarily result in em-

ployee motivation. The opposite of dissatisfaction is not satisfaction, but

the absence of dissatisfaction.

If obstacles to job performance are discovered, they should be re-

moved if possible. Some may be beyond the control of the supervisor

(for example, bottlenecks in other departments or unpredictable work-

flow), but it is still important to recognize such problems and attempt to

solve them. If a situation cannot be changed, admitting that it is beyond
one's control and making the best of it will still be helpful. To continue to

pursue a lost cause will frustrate both the supervisor and the employees
and result in a loss of confidence in the supervisor's ability to handle

problems. Achievement-motivated people will continue to work as best

they can. Performance should be evaluated with consideration for the

working conditions.

It may be that a job is doable and necessary, but extremely routine.

Someone doing such a job may have more time than anyone needs to

think up problems. It is wise to consider automating such a position as

soon as possible.

Employee problems related to working conditions are the easiest

to solve. Removal of an obstacle, once identified, generally eliminates the

problem. Once an effective work structure is set up, problems can be

anticipated by monitoring changes in external factors affecting the job.

The greatest challenge of supervision is in dealing with employee moti-

vational problems unrelated to the working conditions. Resolution of

these problems will vary according to the personalities involved. Every
employee comes to a job with certain needs and expectations. These are
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often not determined by the job or organization, but rather by past and

present life experiences. Family, peers, and religious and educational

experiences are most influential in determining a person's work attitudes.

These attitudes will not be changed easily, but if recognized and under-

stood, they can be used by an experienced and responsive supervisor

to organizational advantage.
I believe and this belief has been reinforced by experience that

all people need recognition and must be made to feel worthwhile. We all

are motivated to perform in a way we hope will fulfill this need. What
makes individuals feel worthwhile varies. Also, who recognizes them

makes a difference in their response. Handling "people problems" re-

quires skills other than those taught in library schools, but our success

as librarians and information specialists depends on our ability to pro-

vide services through the combined efforts of the entire library staff.

Getting people to do what is expected with minimum supervision is a

key to successful library administration.

Most people perform in a way they perceive as good for the organiza-

tion. They do this in order to be treated as worthwhile by their supervisors

and the organization. An effective supervisor finds out what will make
each employee feel needed and attempts to supply it. If a supervisor does

not voluntarily do so, employees will force recognition by performing in

such a way that their supervisor must acknowledge them. An employee's
need to be recognized will be manifested in one of two ways: (1) detrac-

tive negative performance that will require the supervisor to acknowl-

edge the behavior, and (2) contributive a positive approach furthering

organizational goals. A strictly problem-oriented administration may,

through its recognition only of problems, generate more problems from

employees seeking recognition.

An effective supervisor must convince his employees that his goals

and objectives are also theirs. How this is done depends on the super-

visor's opinion of human nature of why people react the way they do.

A supervisor's personal attitudes are central to success in handling moti-

vational problems. In order to relate to the problems of employees, a

supervisor must understand himself, his attitudes and why he reacts to

or interprets behavior the way he does. Just as employees come to a job
with needs and expectations, so also does a supervisor manage his de-

partment according to a set of standards, expectations and attitudes ac-

quired from his family, peers, education and religion. A manager needs

the confidence of his employees in his ability to deal with them in a fair,

open and reassuring manner. However, he will not inspire trust if he does

not trust himself. If a person is uncomfortable with himself, flexibility
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and openness, the two most important characteristics of a good manager,
will be difficult if not impossible to achieve. Defensiveness is often the

mark of the person unsure of his own identity. Defensive managers are

often the cause ofproblems, since they tend to overreact and lose perspec-

tive when faced with change, minor problems or conflict. If, in the course

of self-evaluation, a person discovers he does not really like people, it

would be best for him to avoid supervisory responsibilities altogether.

Knowing oneself is not a guarantee against employee problems, but

it is essential for anticipating and recognizing the source of problems
when dealing with people of certain temperaments. It is advantageous for

a supervisor to hire the kind of persons with whom he can work comfort-

ably. No one can relate to everyone; however, while supervisors cannot

expect to "like" or be "friends" with all their employees, they must be

able to respect the humanity of others. People have a right to expect no

less, and will surely sense negative attitudes. An inability to relate to

people will prevent a supervisor from satisfying his employees' need to

feel worthwhile. I am not encouraging or condoning discriminatory hiring

practices, but supervisors must be realistic about their attitudes and not

ask for trouble by ignoring "gut" feelings about a person during the

interview.

What happens when problems with an employee continue after ob-

stacles to job performance have been removed, his ability to do the job
has been determined, and motivational techniques have been tried? Admit
the failure to relate to the needs of this employee and deal with the prob-

lem in the best way possible. I recommend to managers the following
initial steps: Be absolutely sure that the situation has been viewed as

clearly, fairly and objectively as possible. Run through the last five steps

outlined at the beginning of this paper. Review the situation with a re-

spected supervisor who is not directly involved. Outline the problem and

the solutions that have been attempted. Listen to and analyze the advice

or response given. Implement any useful suggestions. If none of these are

successful, a manager should talk to his superior. Outline the problem,
the solutions attempted and the intended next step. The superior should

understand and support the proposed resolution. If the problem cannot

be resolved, it may well fall into his hands, and it is never advisable to be

overruled in the handling of a problem. Once input has been sought and

a manager is convinced that he is being fair, he should talk to the employee.

Boyd outlines what should be avoided in an employee/supervisor
discussion of problems. For each approach to be avoided, he supplies

an alternative.
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What to avoid

Sarcasm

Loss of temper

Humiliating an employee

Profanity

Public reprimands

Threats and bluffs

Showing favoritism

Delay tactics

Unduly harsh penalties

Inconsistent enforcement

What to do

Consider feelings of employees.

Cool down, analyze each situation.

Show confidence in the employee's

ability to make necessary changes.

Carefully explain the nature of the

violation and the correction ex-

pected.

Always reprimand in private.

Outline specific consequences of fu-

ture violations, and follow through.

Give every employee fair treatment.

Give prompt attention to violations.

Define the objective of disciplinary

action.

Deal promptly with all violations of

rules. 1

It is always important for managers to listen to the employee's reac-

tion to the manager's observation of the problem. It may be that the em-

ployee perceives the problem differently and discussion may lead to a

common resolution. For this approach to work, a supervisor must be

flexible and prepared to compromise. Asking an employee for his opinion

with no intention of accepting it is worse than not asking at all. Occasion-

ally an employee will offer an explanation worthy of thought or investi-

gation. Managers shouldn't hesitate to admit that the view is new. The

employee should be told that his views will be considered and that he

will have a response by a certain time. The situation should then be re-

examined in light of the additional information. The next time manager
and employee talk and this must be soon they will both be sure they

are talking about the same thing. I have used this approach with employees
several times and although I have seldom changed my original thinking,

the employees have been convinced that I seriously reconsidered the

situation. For this reason they are more willing to accept my approach to

the resolution of the problem.
It is important that, in the course of the problem-oriented interview,

the employee acknowledge that he understands the manager's statements

and the improvements expected. This does not necessarily mean agree-

ment or acceptance, since this rarely happens, but such a discussion ac-
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complishes several things for both the employee and the supervisor. It

clarifies the job and the supervisor's expectations of performance; it

gives the employee an opportunity to communicate his needs and prob-

lems to the supervisor; and most importantly, both learn where they stand

in relation to each other. The supervisor, by emphasizing the need for

performance, acknowledges that the person and his position are impor-
tant and worthwhile to the organization.

At the end of the discussion, the employee should feel that the prob-
lem lies with his actions, not with him personally. The manager must con-

tinue to treat that employee just as he does everyone else. The human

temptation to avoid this employee until he meets the manager's stan-

dards must be avoided. It may be difficult, but the supervisor must act as

if the problem employee is a worthwhile member of the staff. A discipli-

nary discussion should never be held on Friday as this will leave no time

for reassurance. There will be too much time over the weekend for defen-

sive attitudes to develop.

Managers should be prepared to follow through with appropriate dis-

ciplinary action if the established criteria are not met. Disciplinary action

taken as a result of the discussion should never be a surprise. It should be

clear that if X continues, Y will surely happen. My attitudes when han-

dling employee problems are:

1. The first time: The employee didn't know better. I must have failed

to communicate my expectations. I clarify the situation immediately.
2. The second time: The employee was careless. I notify the employee

of problems both verbally and in writing.

3. The third time: The employee will be looking for another job.

Although most of the literature on discipline emphasizes the need to

administer positive discipline, the most common interpretation of disci-

pline is punishment, and that is almost never positive. Disciplining an

employee always provokes negative reactions. Discipline is a last effort

to change the actions of an employee who has not responded to positive

incentives. When I take disciplinary action or issue a reprimand, I am

admitting my failure to relate to the positive needs of that employee.
There are positive outcomes of properly administered discipline.

The way a supervisor handles discipline will help to set the tone of the

office. Avoiding disciplining employees that require it frustrates those

who do not need discipline to perform. Frustration leads to demotivation

and a leveling of performance. The value of discipline, then, lies more in

reinforcing the rules and regulations being followed by those motivated

than in making a point with the disciplined employee. We all are con-

cerned about getting fair treatment. It is not good for morale to see some-
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one consistently getting away with breaking rules we are told we must

follow. At the same time, we are not comfortable seeing unduly harsh

treatment for minor offenses. Discipline should fit the offense. In deciding
whether or not discipline is appropriate, take into consideration the seri-

ousness of the offense, the action itself, and the past performance of the

offender. Is this person normally a motivated worker? What was the in-

tent of his action? What discipline has been administered in similar cases?

Discipline should also be timely. A manager must not watch a recur-

ring problem for weeks before calling attention to it. Each time it is ignored
the manager, by his silence, is condoning the action. Delayed discipline

may also seem arbitrary and personal. The timing, tone and manner used

in administering discipline are all-important. A time should be chosen

when the manager's temper is controlled and he is alone with the em-

ployee. If the manager is too angry with the employee when the offense

occurs, the employee should be told that he will be seen later, and this

meeting should take place as soon as possible.

The manager's approach should cause as little damage to his rela-

tionship with the employee as possible. He should speak specifically,

emphasizing the problems with the employee's action and why it is un-

acceptable. Once the action is corrected, the manager/employee rela-

tionship should be righted. A person reacts differently to being told he

has fallen down on the job than he does to being told he is useless and a

loafer. All employees resent downgrading aimed at them personally and

will not forget it.

According to Dowling and Sayles, discipline accomplishes a strength-

ening of a rule through enforcement, a correcting of the individual's

breach of the rule, and a warning that the individual must comply or face

more serious consequences. This acts as a reminder to all employees of

a rule's existence and the gravity with which it is regarded, as well as a

reassurance for the vast majority who respect the rule out of positive

motivation to perform well. 2

It is the result, not the discipline itself, that is positive. Douglas Mc-

Gregor advanced the "hot stove rule" for effective discipline: it should

be similar to the reaction one gets from touching a hot stove immediate,

impersonal and consistent. If a supervisor does a good job of disciplin-

ing, the employee may feel resentful, but he'll also feel somewhat guilty

and foolish about his resentment as though he had kicked the stove

for burning him. 3

While discipline can produce positive results, the repeated need to

discipline an employee for willful, substandard performance will have

an adverse effect on office morale. Very soon the manager's actions will

not be taken seriously. Each time an employee slips below standards,
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the standards themselves begin to slip. Time spent dealing with a prob-

lem employee is time taken from other administrative duties.

The ability to motivate employees depends on the manager's credi-

bility in handling situations that work counter to organizational goals. If

control over the library staff is to be maintained, either the problem or

the problem employee must be eliminated. Department heads often hesi-

tate or resist firing unsatisfactory employees because they feel it is too

difficult. The tension and resentment which results in them and the rest

of the staff will drain vital job enthusiasm. The entire workflow will

slow with the drop in morale. Managers must not be foolish enough to

think that they can ignore a problem situation or that functions around

the problem will continue normally they will not.

Reasonable standards of acceptable performance must be set and

employees who willfully fall below them must be eliminated. Of course,

severe handling of willful noncompliance must not preclude humane
consideration for contributing factors. Lack of humanity on the part of

a supervisor will be noted as surely as lack of consistency and it will color

employee relations.

There are restraints and guidelines in structured systems, such as civil

service and union contracts, which are designed to assure fair treatment

for everyone. These systems acknowledge that the supervisor is respon-

sible for enforcing rules, assigning work, running the department, and

representing management and the organization's goals. However, some
formal employee grievance procedure is usually provided. Unions strive

to eliminate inequities and provide employees with benefits they could

not achieve individually; they also work to equalize the division of power
between management and employee. Supervisory flexibility may be

impaired by formal contractual limitations. In some unionized situations,

supervisors have lost much of their power to administer discipline; this

has been reserved for the labor relations board. The techniques discussed

in this paper should remain useful in a union or civil service situation,

but they must be adapted to the more formal procedures. It is essential to

know a contract in detail in order to act within its rules. All actions should

be documented. A person's position as a responsive but effective super-

visor can be maintained even though his actions may be restricted or

delayed.
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The purpose of this paper is to share information I have gathered through

experience and reading which I hope will illustrate why affirmative action

can be sound management. This information should enable the reader to:

1. gain some understanding of the legal and social bases of equal employ-
ment opportunity and the need for taking affirmative action in the

management of libraries;

2. know where to find basic information on equal employment opportu-

nity and affirmative action;

3. apply equal opportunity principles in all areas of supervisory practice;

and

4. provide leadership in developing support for, writing and implement-

ing an affirmative action plan for the library in which you work.

First, I will briefly review definitions and legal bases, and will try to

show why equal employment opportunity in libraries is necessary to pro-

vide equal access to information. Three reasons why libraries need to

take affirmative action will be followed by a discussion of the impact of

equal opportunity principles and affirmative action practices in these

areas: interviewing, selecting, training, developing, evaluating, promot-

ing, rewarding, disciplining and terminating employees. Then I will em-

phasize the value and importance of having the protection and guidance
of a written affirmative action plan. I will outline some basic, but not

necessarily easy, steps to take in ensuring that your library will operate

by such a plan, and suggest some ideas for "action programs" libraries
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can employ to resolve problems identified through various surveys and

studies.

In conclusion, I will share some personal reflections, hopes and ob-

jectives for achieving both quality and equity in library personnel admin-

istration. My hypothesis, then, is that affirmative action is good manage-
ment. The final proof of this hypothesis is the responsibility of each of us

as we practice the art of good supervision.

DEFINITIONS AND SOURCES OF INFORMATION

Equal employment opportunity is the law. More accurately, it is a

condition that someday may exist in organizations that have succeeded

in eliminating not only blatant discrimination, but also covert practices

which at present unfairly limit certain individuals' opportunities to be

hired or effectively utilized in the organization. The goal of equal oppor-

tunity laws is to create an "employment environment whereby all em-

ployees and employment applications are judged on individual merit

without regard to race, color, national origin, religion, sex, age, physical

or mental disability, or political affiliation."
1

Employers should disre-

gard all other characteristics that are not job-related, such as sexual or

affectional preference. Although the legal mandate for this does not yet

exist at the federal level, it has been legitimized by some state and local

legislation and is included in American Library Association (ALA) policy.

The achievement of equal opportunity in libraries of all types is hin-

dered by a notable lack of awareness that a problem in this area even

exists. If the issue is addressed at all by library administrators, it is often

perceived only as a federal regulatory nuisance that threatens the receipt

of federal funds and is designed to make it difficult or impossible for

managers to manage. This abysmal situation is perpetuated by library

managers who fail to assess accurately or objectively their own level of

performance in personnel administration. "After all, no one in this orga-

nization, and certainly not myself, would ever discriminate against any-

one," is the usual defensive response of those finally charged with vio-

lation of the fair employment law.

Unfortunately, it is often at this point, rather than much earlier,

when endless bureaucratic interrogatories, lost administrative time, and

court costs could still be avoided, that library managers or boards admit

they must comply with the law and eliminate discriminatory practices. A
court order does not, of course, serve to motivate administrators strongly

enough to result in any meaningful change beyond a written plan. What
a pity to have quotas imposed and management flexibility severely limited

when all this could be avoided through sound management and planning,

direct confrontation and problem-solving sessions with employees, and

an effective affirmative action program!



Principles and Practices 93

If equal opportunity is seen as the goal, then affirmative action is the

means, to be implemented through programs to improve the lot of those

discriminated against in the past. The problem that exists in libraries, as

well as in other organizations, is that we have not yet learned how to

"translate the various regulations into positive personnel practices and

procedures."
2 This is compounded by general ignorance of basic per-

sonnel management principles among some top library administrators.

The well-managed libraries in this country now employ professional per-

sonnel administrators, a trend which I applaud. While many library di-

rectors' only response to the challenge of compliance is to complain
about the lack of qualified minority applicants for professional positions,

through affirmative action programs a few leaders in the profession are

attempting to remedy past discrimination and prevent future discrimina-

tion. Most importantly, those who give it some thought are beginning to

see that "an affirmative action program can be used as a management
tool to help clarify institutional personnel policies. In addition to showing
commitment to upholding the laws, it provides a way to set up procedures
so that discrimination practices do not take place and the rights of [all]

individuals are protected."
3

Federal and state laws and regulations as well as local ordinances

provide the legal basis for affirmative action. The most important federal

law protecting minorities, women and other groups is the Equal Opportu-

nity Act of 1972, which extends the coverage of Title VII of the Civil

Rights Act of 1964 to state and local governments with more than fifteen

employees. Universities also are prohibited from discrimination on the

basis of sex by Title IX of the Higher Education Act of 1972, which ex-

tends the provisions of the Equal Pay Act of 1963 to executive, administra-

tive and professional employees of academic institutions. Handicapped

persons and Vietnam-era and disabled veterans are protected by the 1973

Rehabilitation Act amendments of 1974, especially Sections 503 and 504,

and the Vietnam Era Veterans Readjustment Act. Other federal statutes

supporting equal employment opportunity include the 1967 and 1975 Age
Discrimination in Employment Acts and more recent amendments, the

1972 Revenue Sharing Act, the Comprehensive Employment and Train-

ing Act of 1973, and various Executive Orders. A detailed summary of

major fair employment laws may be found in the 1978 ALA Yearbook,
4

and in the 2-volume guidebook for employers, Affirmative Action and

Equal Employment,
5 available free from the U.S. Equal Employment Op-

portunity Commission in Washington, D.C.

There is usually much duplication between state and federal laws

but more variance may be noted in county or city ordinances. Libraries

writing affirmative action plans often cite a local statute establishing an
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affirmative action plan for the municipality of which they are a unit. Con-

versely, many libraries have failed to develop their own plans precisely

because they feel they are covered under the "umbrella plan," which,
of course, is technically true. However, the Equal Employment Oppor-

tunity (EEO) Subcommittee of the ALA, established to implement the

Equal Employment Opportunity Policy adopted by the ALA Council in

1974, encourages libraries that are part of a larger governmental unit to

write departmental plans and implement equal employment opportunity

by tailor-making "action programs to rectify any problems applicable to

library affirmative action." 6

Voluntary compliance with equal employment law through the de-

velopment of a written affirmative action plan is urged in the ALA/EEO
Policy, which directs all libraries with fifteen or more employees to sub-

mit their plans to the Office for Library Personnel Resources (OLPR),
with the reward of being listed in American Libraries as having submitted

a plan. In accordance with this policy, the EEO Subcommittee has devel-

oped "Guidelines for Library Affirmative Action Plans" and on a con-

fidential basis will review plans submitted to OLPR. Detailed critiques

by two members of the subcommittee are consolidated into one report

that is returned to the library with suggestions for improvements. These

guidelines were published in the July/August 1976 issue of American

Libraries, along with commentaries on the ALA/EEO Policy statement.

To date, fewer than thirty libraries have made use of this free service.

Margaret Myers and Elizabeth Dickinson have written the best state-

of-the-art summary to date, entitled "Affirmative Action and American

Librarianship."
7 An annual review of affirmative action-related develop-

ments in libraries is included in the ALA Yearbook under the heading
"Personnel and Employment: Affirmative Action." In a thoughtful dis-

cussion entitled "Equity and Patterns of Library Governance," Michelle

Rudy explored efforts to decrease discrimination that have had some
influence on management style in libraries.

8 Additional materials for

those interested in developing affirmative action plans are available for

$1 from OLPR. ALA staff will also answer specific questions pertaining

to personnel, give advice on affirmative action, or at least refer you to a

knowledgeable source.

WHY LIBRARIES NEED TO TAKE AFFIRMATIVE ACTION

Beyond the obvious reason that affirmative action is required by
libraries that accept any federal funds, there are two specific reasons

why libraries need to comply with the law in administering library person-
nel systems. Before discussing these reasons, I want to state that at its

best affirmative action is a management attitude based on the belief that
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every person has the right to and, given the opportunity, is able to achieve

his or her innate potential. Affirmative action may be perceived as the

bureaucratic translation or expression of the human potentials move-

ment. As Abraham Maslow noted, managers should "assume in all your

people the impulse to achieve." 9
1 sense that the lack of this attitude to-

ward all applicants and employees is one major factor contributing to the

"chilling effect" of discrimination against minorities, the handicapped
and women.

I have often wondered at the apparent disinterest in Fourteenth

Amendment issues 10 on the part of some library administrators and

trustees who take pride in their unbending adherence to First Amendment

rights as interpreted for library users in the Library Bill of Rights. Is not

equal access to information free and uncensored a basic principle

of library policy? Why, then, are librarians not concerned as well with

equal opportunity in employment, without which equal access for some
users may not exist? On a practical level, basic library service cannot be

provided to the 12 million or more Spanish-speaking people in this coun-

try without affirmative action in recruiting and hiring bilingual librarians.

How can deaf patrons truly be served without hiring deaf librarians or,

at the very least, learning sign language ourselves? The second and most

obvious reason, then, for affirmative action of all kinds in libraries is that,

in order to meet the library and information needs of all segments of the

public, the library should employ people who can reflect, relate to and

communicate with the people in the community it serves.

Involvement of staff at all levels is the basic prerequisite for success-

ful implementation of an affirmative action plan. It is my impression that

those few libraries now in compliance with equal employment law gener-

ally are those that practice some form of participatory management.
However, Rudy warned that:

Inequity can occur even with participation. . . . It seems unlikely

that participation as an alternate form of library governance can

ensure equity for minority and women librarians. . . . Never-

theless, participation and equal employment opportunity legisla-

tion, like the proverbial carrot and stick (the law to grab attention

and the rewards of participation increases in job satisfaction,

morale, feelings of achievement and self-actualization to

keep it), have the potential for creating an environment where

equity can flourish. 11

The underlying problem in implementing an affirmative action plan
is that in order to remedy past discrimination based on criteria that are

not job-related, such as race or sex, one must set hiring and promotional
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goals based on those very criteria. This positive action brings those pre-

viously discriminated against into the applicant pool as "protected

classes," which, in turn, stimulates a negative response on the part of

those who previously had been favored, and Bakkes come out of the

woodwork. Reverse discrimination may also be seen as a rejection of

the ancient Judaeo-Christian ethic that the "sins of the fathers should be

visited upon their children." What people fail to realize is that equal op-

portunity ultimately applies to everyone. In my opinion, and in spite of

many confusing and contradictory interpretations, the Bakke decision

only confirms this insight. Myers and Lynch concluded that, "The pres-

sures on library administrators to take specific steps in improving em-

ployment conditions for women and minorities can also benefit the entire

staff by actually forcing the adoption of good management policies, the

establishment of concrete goals, and the determination and dissemina-

tion of non-discriminatory personnel policies."
12 In simple and positive

terms, then, if we do achieve equal employment opportunity in our orga-

nizations, in the future we will more often select the right person for the

job based only on job-related criteria, and we will be more consistent,

objective and fair in our treatment of all employees. This is the third rea-

son for affirmative action.

THE IMPACT OF AFFIRMATIVE ACTION
ON SUPERVISORY RESPONSIBILITIES

No matter how well-meaning people may be, affirmative action in

libraries does not just happen, nor can isolated acts of goodwill on the

part of individual employees constitute an environment in which equal

opportunity can flourish. Affirmative action begins at the top with an

officially adopted policy and firm commitment to equal opportunity

principles in all management practices, by the library board, director and

other top administrators. It is implemented and monitored at all levels of

the organization through the chain of command. All members of the or-

ganization have a responsibility and should be monitored on their perfor-

mance in equal employment opportunity areas. Supervisors are held

responsible "up the line" for nondiscriminatory practices and equal

treatment of all those who report to them. Disciplinary action should be

taken for any act of racism, sexism or other violation of fair employment
law. Of course, employees themselves, including those in the protected

classes, have a responsibility to keep informed and take advantage of

educational, training and career opportunities. They need to be sensitive

to the frustrations and resentments of others, as well as be willing to share

with management ideas for improving organizational effectiveness. 13

Those who do take the initiative and learn and contribute on thejob should

be suitably rewarded through merit increases and promotion.
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It is at the first-line supervisory level that most violations of equal

opportunity law occur. Supervisors who realize their responsibilities for

implementing affirmative action policies and procedures, many of which

perhaps contradict previously held attitudes and beliefs, may act in both

deliberate and covert ways that can make the organization vulnerable to

charges of discrimination and in some cases to court action. According
to Clark and Perlman, a fear exists in these supervisors that the protected

classes will receive undue advantages:

Among the more common manifestations of this fear are: freez-

ing or withholding information that the employee needs to do

the job successfully; unfairly evaluating the employee's perfor-

mance or even establishing unfair standards of performance for

the employee; deliberately sabotaging the employee's efforts;

and withholding of opportunities for the employee to compete

against other, less threatening employees.
14

It is in these areas of supervisory responsibility that affirmative action

poses some problems, but it also carries the potential for significant im-

provement in the quality of the work environment.

Hiring

In a recent examination of libraries' employee selection processes,

David C. Genaway discovered that 71 percent of academic libraries and

41 percent of public libraries reported that affirmative action was "
'some-

what' to 'considerable' a factor at any stage [although] an ethnic minority
was hired in exactly the same [5] percent of cases by both groups."

15 If

a library has set hiring goals for new employees who meet certain criteria,

such as ethnic or racial representation or bilingual abilities, it is often the

direct supervisor who is responsible at least in part for the selection deci-

sion. This may place the supervisor in a difficult situation, feeling torn

between the conviction that only the "most qualified" person should be

selected, and the organizational need to build a more representative staff.

While ideally there should be no conflict between these two objectives

(new minority librarians may be the best-qualified in every respect), in

reality the supervisor may feel both compromised and threatened by this

dilemma, especially if he or she has had previous experience with a com-

plaint about treatment of a minority or female employee or applicant.

Three basic guidelines for conducting the hiring interview can be of

help to the supervisor who wants to do the right thing and stay out of

trouble. The first task is to develop a list of questions designed to elicit

information on specific qualities, knowledge, skills and abilities basic to

performance of the particular job, and then to ask these same job-related
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questions of all applicants. (For an excellent discussion of what not to

ask, read Barry Simon's article on "Personnel Selection Practices: Ap-

plications and Interviews." 16
)

While some different follow-up questions may be asked of certain

applicants in order to clarify an incomplete answer, a fairly equal period

of time should be allowed for each interview. The third rule is not always

possible to follow, but effort should be made to ensure that the hiring

panel is representative of the applicants, i.e., interviewers should include

minorities, the disabled, males, females, etc. Even if all the applicants are

white females, this is a good idea in order to screen out obvious bigots

and obtain a broad spectrum of input in the selection process. While an

interview by only one person has been upheld in court as not in violation

of equal opportunity law,
17

it seems both unwise and shortsighted for

libraries to continue such a practice. Not only does it place the organiza-

tion in jeopardy, but also limits the chances of actually selecting the best,

most qualified person for the job. I truly believe this is one case in which

the group process is superior.

Training and Development
In the current situation of strict budget limits, hiring freezes, and

little or no turnover, some libraries may be unable to hire members of

the protected classes, even if they are in the applicant pool. In such a

case, the "best chances for compliance [may] lie with more effective

utilization of women and minorities currently employed."
18 A utilization

analysis chart shows what percentage of each protected class is working
at each level of the organization. Most libraries presently do not utilize

significant numbers of minorities as librarians, or women as administra-

tors. A typical affirmative action goal for these organizations would be

to increase the utilization of women and minorities in these positions

through action programs such as better on-the-job training and orienta-

tion, career planning, special recruitment efforts, tuition reimbursement

for job- or degree-related academic courses, management development

programs, and so on. While first-line supervisors may not be responsible

for establishing such programs, their support is absolutely essential for

successful implementation of an upward mobility program. The super-

visor's major role in affirmative action is to assist, encourage and support

each employee's efforts to improve or advance on the job. Specifically,

schedules can be kept as flexible as possible to accommodate inservice

or outside classes, individuals can be counseled about the value of setting

career goals, and performance objectives can be designed to develop spe-

cific skills needed for promotion. Most importantly, the supervisor may
be able to identify specific barriers preventing the employee from achiev-
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ing greater potential, and to assist both management and employee in

overcoming these obstacles.

Performance Evaluation

Performance evaluation has been called "a pivotal element in com-

plaint prevention."
19

It does not occur in a vacuum. Griffen's First Rule

of Supervision is: Every supervisor should spend a minimum of fifteen

minutes a week listening to and helping in problem-solving with every

employee he or she supervises. It is amazing how rarely this happens.
It is easy to get so caught up in our own tasks that we ignore those we are

supposed to direct and support. The corollary to the above rule could

read: Those who cannot find the time to do this should not be supervisors.

Performance evaluation without regular communication is a farce. The

employee will feel that the supervisor is not familiar enough with the work

being done to make a fair judgment. The problem with any performance
evaluation system, no matter how carefully designed, is that no one en-

joys giving negative feedback, so supervisors put off discussions until

they become confrontations. Criticism that falls from the sky like a

thunderbolt once every six months, long after the particular incidents

needing correction have been forgotten, will not be taken well, can be

successfully rebutted, and will not result in improved performance.

Providing immediate feedback is almost as important as learning to

listen to the employee. Listening becomes even more important when
differences in cultural or ethnic values exist. Multi-cultural communica-
tion must be taken seriously since failure to cross these bridges will only

feed the paranoia and fear that already may exist on both sides. Some-

times supervisors are afraid to evaluate a minority or handicapped em-

ployee for fear of a complaint to the Affirmative Action Office. This is

a very real problem, and the only answer is the use of objective and uni-

form performance standards for evaluating all employees. The lack of

such standards is one of the major obstacles to implementing affirmative

action in libraries.

Specifying job-related factors is as much the rule in performance
evaluation as it is in the hiring process. Standard position descriptions

which spell out the functions and responsibilities of each job may be

used to develop specific, objective criteria and performance objectives

by which both the supervisor and the employee can measure whether

and how well the work is being done. Examples are: "Reinforce a mini-

mum of 100 books in an 8-hour day," or "Improve skills in puppetry by

using puppets with children during a class visit, story time or program at

least once a month." Setting performance objectives with employees can

be helpful in motivating them to develop needed skills and overcome ob-

stacles to promotion. During the probationary period, learning basic skills



100 Supervision of Employees in Libraries

and job duties can be the focus for performance objectives. After basics

have been mastered, developmental objectives may be more helpful, and

can be tied to participation in training programs or outside courses in a

local community college or university, especially if scholarship support
is available.

Personnel Actions That Affect Employees' Salaries and Status

Among the more onerous tasks that come with supervisory respon-

sibility are recommendations to the "hiring authority" on giving or with-

holding merit increases, promoting, demoting, disciplining and terminat-

ing (the euphemism for firing). Supervisors should be reminded that they

usually do not have the authority to fire anyone, and that consultation

with top management, and the personnel office in particular, is advisable

for those who want management support for their actions. Supervisors

who blackmail employees into obedience by threatening instant termina-

tion should themselves be corrected in writing after proper oral warnings
have been documented.

The basic rule for successfully carrying out any adverse personnel

actions is: documentation, careful communication, special written evalu-

ations, and impartial discipline on a progressively more severe basis for

failure to perform. Most important is an attitude on the part of the super-

visor of goodwill and a desire to ensure a climate and opportunities for

improvement through direct and honest feedback, guidance and correc-

tion, no matter how difficult the confrontation may be.

Documentation is important but can be carried too far. If the super-

visor constantly takes detailed notes on various behaviors and failures

of those being supervised, employees will soon learn to take their own
notes to use as protection in filing grievances or written comments on

what are perceived as unfair evaluations or other actions on the part of

the supervisor. Unfortunately, the supervisor must document an em-

ployee's failure to perform because eventually a management decision

to take a particular personnel action may be challenged, either through
normal grievance channels or through an affirmative action office. The

important thing to remember about this particularly painful fact of orga-

nizational life is that it applies to everyone. A more positive approach is

to document and reward outstanding performance as well as failure.

"Assume that everyone prefers to feel important, needed, useful, suc-

cessful, proud, respected, rather than unimportant, interchangeable,

anonymous, wasted, unused, expendable, disrespected."
20 However,

this philosophy, combined with wishful thinking, should not be used as

an excuse for lack of complete candor and honesty in performance
evaluation.

Careful communication in supervision of employees under discipline
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occurs over a sustained period of time, first at the oral level, documented

with a written memorandum describing the specific infraction and warn-

ing given. On the occasion of repeated infraction, a written warning
should be given in the presence of a witness which describes the

behavior for which the reprimand is given, details earlier memoranda
and actions, notes specific improvements expected within specified time

limits, includes an offer of help by the supervisor, and indicates the next,

more serious step to be taken if improvement does not occur. Special

evaluations, on either the standard performance evaluation form used in

the organization or a written memorandum or letter to the employee, may
be given at any time, but regular follow-up should occur, meticulously

and on time, and improvement should be noted as well. Again, the use of

performance objectives is recommended, and some method of daily,

weekly or monthly reporting on the employee's progress should be

instituted. A journal listing specific actions being taken to achieve im-

provement objectives could be kept by the employee under discipline.

Feedback from coworkers or subordinates may also be incorporated as

documentation, but the evaluator should be aware that this may generate

reprisal or future hard feelings.

If after your best efforts to support, encourage and reward im-

proved behavior you must finally recommend termination or other

severe action, you must be able to document all charges and may have

to submit to detailed interrogatories from one or more investigatory

bodies. This will be an especially difficult problem in organizations that

have never fired anyone, as one defense to disciplinary or termination

action is to show that the complainant was not treated differently from

other employees. This is a general rule to keep in mind when implement-

ing any personnel system or affirmative action plan: treat all employees
alike. If an alcoholic black man is finally terminated for abuse of sick

leave and drinking on the job, you had better treat your white female al-

coholic the same way. This is one area where all of us, without exception,

need to check our own biases. We are especially vulnerable in the area

of discrimination against the disabled. 21 The fact that we do have prej-

udices is one more reason for conscious commitment to affirmative action

practices in management, with built-in safety mechanisms for feedback and

correction. We need to remember that no one is perfect, no matter how
"liberal," and we must not react defensively to discrimination charges,

for they may stem from our own lack of awareness.

Grievance Procedures and Channels

What happens if, in response to a management action such as disci-

pline, counseling or transfer, the employee suddenly resigns, and just
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after you have breathed a sigh of relief at this easy solution, you receive

a subpoena from the State Attorney General's Office of Civil Rights on a

racial, sex, age or reverse discrimination charge? This is known as "con-

structive discharge" resignation by the employee because of manage-
ment harassment or other intolerable or discriminatory conditions of

employment. Even if you tried to talk the employee out of resigning, a

charge can be filed. You need to keep in mind the possibility that you may
have been in error, that your perception of what you were trying to do

was different from that of the grieving employee, or that your strategy

in dealing with this particular person was wrong. It is also possible that

you may have acted correctly. The point is, once a charge is filed, the

burden of proof is on the employer.
Grievance procedures can be a useful tool for management audit of

affirmative action supervisory practices. The purpose of grievance pro-

cedures is problem-solving. Affirmative action grievances usually utilize

channels separate from the ordinary run-of-the-mill complaints about

working conditions, lack of due process, etc. Supervisors should remem-
ber that they are also entitled to use grievance channels. There are occa-

sional employees who may appear to use a charge of discrimination as a

way to harass a supervisor. There are also supervisors who are equally

mean and nasty to all those they supervise, regardless ofrace, sex or creed.

Investigatory methods should be developed to keep all contingencies in

mind. In the future, personnel officers may need some paralegal training.

At present, charges of equal opportunity violations must be taken seri-

ously, investigated and reported on, with recommendations made to

management for action, either to support the charges and initiate disci-

plinary and remedial action, or to suggest that the charge is groundless.
In the latter case, one must always suggest other channels of recourse to

the charging party.

The first recourse is usually to a municipal affirmative action office,

which may be able to conduct an outside and perhaps more objective

evaluation of the case. If possible, you might try to get them to do the

initial investigation for you, especially if you are white and the grievance
is filed by a minority, or vice versa. Keep in mind that EEO officers may
also have biases.

The next step in filing a discrimination complaint may be with the

County Commission on Human Relations or the State Attorney General's

Office of Civil Rights. When a complainant files at three or four levels

simultaneously, a situation both possible and common, the federal EEO
Commission Regional Office will usually defer the investigation to the

next level down, from federal to state, or the Attorney General or local

commission may defer it to the municipal office. Findings at a lower level
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are often upheld at a higher level without additional investigation. Em-

ployers charged can expect to receive in the mail either a subpoena to

appear in person and testify at the Attorney General's office, or a long
list of questions or "interrogatories" to which detailed and documented

responses must be written, or both. If the investigator concludes that the

employer is probably guilty of the charge, a "right to sue" letter may be

given to the charging party. If the EEO Commission investigation sup-

ports the charge, the commission itself may choose to support legal ac-

tion, especially if a precedent-setting case is needed, but often the com-

plainant must pay the costs. If the employer is found guilty, however, he

or she must pay legal costs as well as back pay or other compensation to

make the complainant "whole." A decision either to submit to concilia-

tion or fight the charges must be made pragmatically by top management,
the library board if it is administrative in function, or the city manager,
dean or other administrator in the parent organization. An agreement to

conciliate or settle out of court may not be seen by management as an

admission of guilt but as the most cost-effective way to resolve the

problem.
One warning is in order. While employees may have access to estab-

lished, well-publicized channels for grievance, they also have the right

to ignore internal mechanisms and to file first with an outside, higher-level

agency. It is also wise to remember that they have the right as citizens to

complain to elected officials and probably should not be reprimanded for

doing so, no matter how annoying this violation of procedures may be.

Any action on the part of management that could be interpreted as retali-

ation against a complainant should be carefully avoided.

While certain "management rights" such as the right to counsel,

assign, transfer, discipline, evaluate, etc., may not be "grievable" under

personnel rules or union contract terms, any management action is griev-

able if an element of discriminatory treatment is charged. Certain federal

programs such as CETA may also have additional grievance mechanisms
that apply even to probationary employees who under regular civil ser-

vice or other rules would not be able to appeal discipline or termination

before the end of the probationary period.

There are times when implementing affirmative action seems to con-

sist of negative actions, such as I have just outlined. "Setting things right"

is always difficult, and people resist basic behavior changes for a variety

of reasons. It takes both energy and commitment over a long period of

time to institute the changes in attitude and practice that are preconditions

to real equal opportunity in any organization.
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DEVELOPING AN AFFIRMATIVE ACTION PLAN
What can you do if your library does not have an affirmative action

plan? It may be that the library administration does not realize that this

is as much in violation ofALA policy as censorship of library materials is

in violation of the Library Bill of Rights, which is also ALA policy. If

your library receives as little as $2500 in federal funds and employs fifteen

or more people, it may also be in violation of the law. Begin with a posi-

tive approach to management, pointing out the affirmative side of provid-

ing equal employment opportunity for all, with a gentle reminder of com-

pliance as a side benefit. Offer to provide a list of readings and the fair

employment laws, or to write a brief proposal to appoint a staff task force

to develop a plan. If your library is involved in community analysis, you

may have the opportunity to point out the need to hire employees who
can relate to specific underserved groups, such as bilingual librarians to

serve Hispanic users.

A written plan usually is prefaced by the policy statement which the

plan is to implement. A typical policy might read:

In accordance with existing Federal and State statutes and guide-

lines and in compliance with the Affirmative Action Program of

the City of
,
it is and will continue to be the Policy

of the _ Public Library to provide equal opportu-

nity to all applicants for employment and all employees, to ad-

minister all personnel practices such as recruitment, hiring,

assignments, promotions, compensation, training, discipline

and privileges of employment in a manner which does not dis-

criminate on the basis of race, color, religion, ancestry, national

origin, sex, age, disability, marital status, and sexual or affec-

tional preference.

This commitment is to be implemented through an Affirmative

Action Program which will guide us to our goals in practical

steps. This program includes guidelines to ensure proper treat-

ment of each and every library applicant and employee, and of

the users to whom we aspire to provide equal access to library

and information services.

Responsibility for implementing this policy is vested in the

Office of the Library Director and in all management and super-

visory personnel in the library, and was adopted by the Library
Board as official policy on

After the policy statement, the plan should delineate specific respon-

sibilities of line management at all levels, and the role to be played by the

staff advisory committee. An EEO coordinator should be named, respon-
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sible to the director, to serve as an auditor of personnel functions. There

is some difference of opinion on whether the EEO officer should be sepa-

rate from the personnel officer.
22 Problems or barriers to equal opportu-

nity can be identified through written surveys or committee hearings.

The first step is a utilization analysis, usually done in chart format, which

will reveal quite clearly where employees are now clustered and where

they are not utilized in the numbers they might reasonably have been if

equal opportunity had existed in the past. The setting of voluntary goals

(which are not the same as quotas set by the courts for failure to take affir-

mative action) most often occurs at the hiring level in recruiting minority

librarians or male circulation clerks, but training and promotional goals

may also be set. Once specific barriers have been identified and goals have

been set, action programs are designed to reach the goals. I have already

mentioned a few. Others could include: (1) career ladders to open para-

professional positions to clerical workers, and to enable paraprofes-

sionals to become librarians; (2) better dissemination of promotional op-

portunities in job openings and training programs; (3) regular and special

orientation programs; (4) cultural awareness and human relations training

for supervisors; (5) regular publication of affirmative action information

in a library newsletter; (6) recruitment trips to library schools with minor-

ity students; (7) revision of discriminatory civil service or other personnel

rules; (8) remodeling of work areas to remove architectural barriers for

employees in wheelchairs or with other handicaps; and so on.

All of this should happen within a specific period of time and regular

progress reports should be made to both management and staff. The plan

should be updated regularly, preferably once a year, and it should be well-

publicized among staff and in the community. An affirmative action plan

can be a basic management tool to ensure that personnel policies are ap-

propriately and consistently applied. If your library does not have a writ-

ten personnel manual yet, an affirmative action plan can be the beginning.

In fact, I believe that affirmative action has been the major catalyst

prompting libraries to examine carefully all past personnel practices and

to establish the written policies and procedures needed in so many
libraries.

DEALING WITH REALITIES
So your library has adopted a written affirmative action plan and you

have been conscientious in your commitment to the principles of equal

opportunity in your daily work. What can you expect? First, expect your
motives in establishing an affirmative action program to be suspect. If

you are not seen as a "do-gooder" or "soft on minorities" (i.e., you treat

some "more equally" than others), you will be seen as primarily inter-

ested in "covering your flank." Also, you should not expect gratitude
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from those benefiting from your programs, first, because they don't owe

you anything, and second, because they are paying a price for the bene-

fits they receive. It is not easy to be the first of anything in an organiza-

tion, such as the first woman in a city department heads' meeting. The
first minority librarian will see herself as only a token, because that is

exactly what she is until there are many more like her, and she may tend

to feel used in order "to make administration look good." Then there are

those who will feel, no matter how careful and fair you try to be, that

there is now less opportunity for them because they are not members of

the protected classes.

A lot of hurt feelings and many confrontations may occur during

the first years. Then, as the newly-hired grow and develop, promotional

opportunities at the higher levels may not open as soon as necessary, and

the library which has done a good job of recruiting and developing staff

will lose them to other libraries with more sophisticated affirmative ac-

tion programs and goals. Success requires much more than a written

plan, no matter how often it is updated. It requires constant self-examina-

tion and self-criticism, willingness to admit mistakes and an ability to

maintain transactions on an adult level in the face of the emotional situ-

ations and interpersonal stress that come with major organizational

change. It requires constant verbal and written communication about

your commitment to equal opportunity and what you are doing about it

with both staff and the community. In the end, the emphasis is on action,

with positive results in visible form.

It has been four years since E.J. Josey asked the question, "Can

library affirmative action succeed?" Libraries still have a long way to

go before we can answer in the affirmative. As he said then, "Higher edu-

cation institutions and public libraries will not erase elitism or racism

over night."
23

If this is to happen at all, it will require the positive efforts

of all library trustees and higher education administrators, and of all li-

brary workers and librarians. It is not an easy task but I believe it is worth

our energies. Ultimately, success in building a balanced and diversified

staff will enable us to be much more responsive in meeting the library

and information needs of the people we serve.
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ACRONYMS

AACR Anglo-American Cataloging Rules

ALA American Library Association

CETA Comprehensive Employment and Training Act

EEO Equal Employment Opportunity
GM General Motors

LCS Library Computer System
LPC Least-Preferred Coworker

OCLC Ohio College Library Center

OLPR Office for Library Personnel Resources

OSHA Occupational Safety and Health Administration
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Academic librarians. See Librarians,

academic.

Affirmative action: necessity for, 94-

96; impact of, on supervisory respon-

sibilities, 96-97; and staff develop-

ment, 98-99; and evaluation, 99-100;

and adverse personnel actions, 100-

03; and grievance procedures, 101-03.

Affirmative action plan, development
of a, 104-05.

ALA/EEO policy, 94.

Annual reviews, 3. See also Evaluation.

Argyris, Chris, 52.

Authority, of supervisors, 34.

Automation, and effects on super-

vision, 6-7.

Bare, Alan, 57-58.

Earth's distinction, 9.

Binder, Michael B., 35-36.

Boyd, Bradford, 85.

Broadwell, Martin, 66.

Budgeting, and problems of service, 34.

Canelas, Dale B., 39.

Change, encouragement of, as motiva-

tor, 51.

Chemers, Martin M., 25.

Civil Rights Act of 1964, Title VII, 93.

Clark, Grover M., 97.

Clerical personnel. See Personnel,
clerical.

Climate, Social. See Social climate.

Climate, Supportive. See Supportive
climate.

Collective bargaining, 38.

Communication: and supervision, 75-

79; upward, 76; nonverbal, 78-79;

and discipline, 100-01.

Competence, and confusion with en-

thusiasm, 4.

Conflict, among workers, 77.

Continuing education: 60-61; and staff

development, difference between, 62.

Decision-making: 16-17; participative,

52.

Decision process, flowchart of, 18.

Dickinson, Elizabeth, 94.

Directives, enforcement of, 35.

Disciplinary action, 87-88.

Discipline: and proper documentation,
100-01; and communication, 100-01;

and evaluation, 100-01.

Dowling, William F., 88.

Drucker, Peter, 45.

Education, Continuing. See Continuing
education.

EEO: 38; violations of, 41; regulations

of, and duplication of federal, state

and local laws, 93-94; and ALA/EEO
policy, 94.

Effectiveness, of leaders, 11.

Enthusiasm, and confusion with com-

petence, 4.

Equal Opportunity Act of 1972, 93.

Evaluation: of output, 2; quality and

quantity of, 2; and need for documen-

tation, 2; problems with, 3-4; and

importance of interview with person
evaluated, 5; and testimony of those

served, 5; and affirmative action, 99-

100. See also Annual reviews.

Faculty status, of academic librarians,

36.

Fiedler, Fred E., 24, 25, 26.

Flex-time, 36-37.

Fry, Bernard M., 30.

Gamaluddin, Ahmad F., 36.

Genaway, David, 97.

Grievance procedures, 101-03.

Ill
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Halbrook, Barbara, 71-73.

Hawthorne studies, 47.

Hertzberg, Frederick, 47-48, 54.

Higher Education Act of 1972, Title IX,
93.

Hiring: of staff, 64; and affirmative ac-

tion, 97-98.

Illinois State Library, 39.

Initiating structure, 23-24.

Interpersonal relationships. See Rela-

tionships, interpersonal.
Interview: as part of evaluation, 5; as

first step in training staff, 64.

Jackson, Ruth, 35.

Josey, E.J., 106.

Kay, Emanuel, 36.

Knowles, Malcolm, 67.

Leadership: 10, 11, 12, 17, 19, 45-46;
and management, 9-10; employee-
centered, 22-23; job-centered, 22-23;

models of, 22-26; training in, 26; qual-
ities of, in librarians, 35-36. See also

Supervision.
Least-preferred coworker, 25.

Librarians: need for supervision of, 1-2;

leadership qualities of, 35; academic,

faculty status of, 36.

Library: environment of, 31; interac-

tions among personnel in, 31-33.

Library Bill of Rights, 95.

Likert, Rensis, 22, 23.

LPC. See Least-preferred coworker.

Lynch, Beverly, 96.

McDonald's, personnel training pro-

gram of, 50.

McGregor, Douglas, 51, 53, 88.

McMahon, Marian, 73-74.

Mager, Robert, 66, 67.

Management: 12; and leadership, 9-10;

and meetings, 15-16; theory of, ap-

plied to libraries, 29; similarities be-

tween industrial and library, 30; pre-

requisites for, 81-82.

Management training, 14-15.

Manager: activities of, 9-10; character-

istics of job of, 13-14.

Manager/leader dichotomy, 9, 12.

Managerial mystique, 30.

Maslow, Abraham, 95.

Meetings: and management, 15-16; how
to run, 17; and decision-making, 16-

17.

Milwaukee Public Library, 70-71.

Morse, Nancy C., 23.

Motivation: 38, 46-47, 49, 51-55; and

importance of rewarding good per-

formance, 6; techniques of, 54. See
also Self-motivation.

Myers, Margaret, 94, 96.

Nonverbal communication. See Com-
munication, nonverbal.

Northwestern University Library, 73-

74.

Ohio State University studies, 23.

OLPR, 94.

OSHA, 37-38.

Passmore, David, 69-70.

Performance evaluations. See Evalu-
ation.

Perlman, Jeanette, 97.

Personnel: nonprofessional, in libraries,

36; clerical, shortage of, 37.

Petit, Thomas A., 35.

Phifer, Samuel, 65.

Pipe, Peter, 66.

POSDCORB, 9-10.

Power, of supervisor, 25.

Power-influence process, 11-12.

Problems, with employees: factors con-

tributing to, 82; how to deal with, 83-

84; and discussion with supervisor,

85-87; and unions and civil service,
89.

Qualifications, and clerical jobs, 58.

Recognition, of employees, necessity

of, 84.

Regulations. See Directives.

Reimer, Everett, 23.

Relationships, interpersonal, between

supervisor and employee, 24, 77-79.

Repetitive tasks, and motivation, 52-53.

Research, in supervision, 22.
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Reviews, annual. See Annual reviews.

Rewards, for performance, 6.

Ricking, Myrl, 39.

Rudy, Michelle, 94, 95.

Safety, 41. See also OSHA.
Sayles, Leonard, 88.

Schein, Edgar, 61.

Self-motivation, 49-50. See also Moti-

vation.

Shera, Jesse, 39.

Siciliano, Tony, 74.

Simon, Barry, 98.

Skokie Public Library, 74.

Social climate: and worker satisfaction,

76-77; and production and services,

76-77.

Staff development: 38; and relation to

service provided, 59; and continuing

education, difference between, 62;

and affirmative action, 98-99.

Statistics, and role in supervision, 6-7.

Supervision: effects of automation on,

6-7; research in, 22; and problems
caused by intradependent organiza-

tions, 35; techniques of, in different

types of work, 39-41 ; problems of, 69-

74; and communication, 75-79. See
also Leadership.

Supervisor: activities of, 39; personal
attitude of, 84-85.

Supportive climate: and mutual consid-

eration, 23-24; creation of, 77-79.

Tarkenton, Fran, 64-65.

Task structure, 24.

Tasks, repetitive. See Repetitive tasks.

Taylor, Frederick, 47.

Theory X, 51.

Theory Y, 51,52.
Time: management of, 14-16; devotion

of, to supervision and service, 33.

Tomczak, Tom, 70-71.

Training: and relation to service pro-

vided, 59; need for, 65-66; on-the-

job, 66-67; evaluation of, 67.

Training, in leadership. See Leader-

ship, training in.

Training, of managers. See Manage-
ment training.

University of Illinois, annual survey of

public libraries, 30.

University of Kansas Library, 69-70.

University of Michigan studies, 22.

Vroom, Victor H., 16-17, 18, 26.

Washington University School of Medi-

cine Library (St. Louis), 71-73.

White, Herbert S., 30.

Wiese, Bernice M., 39.

Work: preferred aspects of, 48; unde-

sirable aspects of, 49; framework for

analyzing, 81-82.

Worker, definition of the, 47-48

Yetton, Philip W., 16-17, 26.
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